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An Investigation of Theory Z, Administrator Trust,
and Teacher Burnout in Early Childhood and
Day Care Administration
Abstract of the Dissertation
Purpose:

The purpose of this study was to determine the
~----------~r~e~l~aut~i~o~n~s~h~~~·ps between organizational characteristics,
administrator trust and teacher burnout among Child
Development Center Supervisors and Teachers in California.
The results could contribute new knowledge to the field of
early childhood/day care administration.
Procedure: 72 Center Supervisors and 294 Center Teachers
were sent questionnaires. The questionnaire for the
Supervisors had four parts: demographics, Z organizational
characteristics, trust (McDonald's Self.;.Report Trust Scale),
and burnout (Maslach Burnout Inventory). The teachers were
sent the Maslach Burnout Inventory. The Z organizational
characteristic items had been submitted to factor analysis
procedures which produced four Z factors. These factors
were named by a panel of experts as follows: Involvement,
Consensual Decision--Making, Holistic Concern, and Use of a
Philosophical Statement.
Findings and Conclusions: A statistical analysis of the
data by Pearson Product-Moment Correlation procedures
resulted in establishing a moderate relationship between
Involvement and Decision-Making and Burnout. No correlations were found between Administrator Trust and Burnout or
Demographics and Burnout. A multiple regression analysis
revealed that Decision-Making, Involvement and Holistic
Concern correlated moderately with Burnout. The correlations were such that they cannot be used for prediction
but are theoretically useful. The relationships between
Holistic Concern, Decision-Making and Burnout were not in
the expected direction, according to Theory Z. Involvement
and Burnout were related in the expected direction accord ...
ing to Theory Z. Methodological errors prevented retrieval
of significant data regarding Trust and Philosophy. However,
theory and experience state that these two variables are
strongly related to the operation of an organization, and
the emotional well-being of workers.
Recommendations: 1) It i's recommended that follow-up case
studies be done on Centers which reported high and low

------------------------- -------

Z factors

and those which reported high and low Burnout.
2) It is recommended that the data regarding Burnout be
subcategorized according to Maslach '·s subcategories of
emotional exhaustion, depersonalization and personal
accomplishment. These subcategories should then be related
to the Z factors. 3) It is recommended that the data on
supervisor burnout be analyzed according to the procedures
in this study and that teacher burnout and supervisor
burnout be compared. 4) This study should be replicated
in other educational settings for further insights
regarding the application of Theory Z to education.
5), Child Development Center Supervisors should be · ~
encouraged to value their role in promoting social support
in their work organizations. They should be encouraged to
l!------c.;l:e-f-:i:n-e-and-make_:_:_d-a.-i-1-y-us-e~o-f-a-ph-i-lo-s-0-ph-i-e-a-l-p0-s-i-c-ien-w-i-~h:-----~

their staff. Consensual decision . . making practices should
be developed carefully and with options for optimum
effectiveness,
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Chapter 1
INTRODUCTION
This research investigated the relationships between certain organizational characteristics, administrator
trust and teacher burnout among teachers and Center Supervisors in 72 Child Development Centers in California.

The

study attempted to contribute new knowledge to the field of
early childhood/day care administration.
The relationship between the worker and the work
organization is an important aspect of educational administration.

Traditional approaches to educational administra-

tion borrow from the scientific technological world of business.

Bureaucratic and hierarchical methods are promoted

as efficient and effective.

The human relations school of

management theory contributes the concept that social needs
are as important as productivity.

McGregor's Theory X and

Theory Y describe assumptions characteristic of two managerial styles.l

According to Sergiovanni, Theory Z, as

developed by Ouchi, is "primarily the articulation of the
basic values of McGregor's Theory Y to the organizational
level." 2
Of the organizations studied Ouchi showed that
1Douglas McGregor,· The Human Side of Enterprise
(New York: McGraw Hill, 1960) ,
2Thomas J. Sergiovanni, "Ten Principles of Quality
Leadership," Educational Leadership (1982), pp .. 335-36.
1

--

-~~-~---

--~---------

2

workers in Z organizations have more emotional well-being
than those in non-Z organizations.

He also showed that Z

organizations have more productivity than non .... z organizations.

The characteristics of a Z organization are;
"'i

1.
2.
3.
4.
5.

Long term employment
Consensual decision making
Individual responsibility
Slow evaluation and promotion
Implicit informal control with explicit
formalized measures

l----------6-;--~.fo-d-e-r-a-t-e-ly-s~p-e-c-i-a-l-:i:-z-ed-c-a-r-eer-p-a-t-hl-----------......:.

7.
8.

Holistic concern
Agreement on a philosophy

Furthermore, Ouchi explained that trust, subtlety and intimacy are traits to be valued, enhanced and practiced by
administrators.3
It is possible to convert the emotional well-being
of workers into terms of teacher burnout in early childhood
and day care programs.

Cunningham documented the current

profound problem of teacher burnout.4

House and his

colleagues at the University of Michigan explored how and
why social support may reduce occupational stress.5

Their

position was that there is an interplay between the nature
of individuals and the nature of the social environments
and social structure in which they are enmeshed.

They

stated that both the values and the structure of work

3william Ouchi, Theory Z (Menlo Park: AddisonWesley, 1981).
4william G. Cunningham, "Teacher Burnout: Stylish
Fad or Profound Problem," Planning and Changing, 12 (1982).
5James S. House, Work Stress and Social Support
(M.enlo Park: Addison-Wesley, 1981).

-

3

organizations affect the quality of supportive relations
within them.

They reaffirmed that social support is a

critical element in human relations theories of organizations but the acceptance and implementation of these practices appeared to depend on the attitude of supervisors.
Ouchi's psychological and sociological approach to
administration is useful for early childhood/day care

tionally healthy at work (free from work-related stress)
tend to engage in more positive practices with their constituents.

This is referred to as a ripple effect.6

Also,

the emotionally healthy administrator serves as a model for
staff and parents.

Thus, in early childhood and day care

programs, dynamic interactional relationships among staff
and with parents are essential for the benefit of the
child.7
Wolf conducted a training needs assessment of early
childhood program administrators.

Directors reported

repeatedly that they did not have the competencies they
needed nor did they know where or how to obtain them.8

6Randall S. Schuler, "Definition and Conceptualization of Stress in Organizations," Or~anizational Behavior
and Human Performance, 25 (1982), p. 99.
7sally Kilmer, Advances in Early Education and Day
Care (Greenwich, Conn.: Jai Press, 1980 , p. 83.
8James Wolf, Training Administrators of Early
Childhood Education, U.S., Educational Resources Information Center, ERIC Document No. ED 136 906, 1976.

--

c
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Fish's review of twelve early childhood education adminis ..
tration texts revealed that only two addressed modern
leadership theories and their application to early child..
hood education.9
Theory Z appears to apply organizational, psycho ..
logical and sociological theory to actual situations.
researcher investigated Theory

z~s

This

application to early

+---------~eh~-~dhoocl+d~y-e~~~-adm±n±~era-~~on;-.-------------------------------------

Background
Early childhood education/day care programs need
sound innovative administrative practices if they are to
meet the special need of providing positive dynamic inter ..
actional relationships between children, families and
staff.

A promising model for the administration of work

organizations is that of Theory Z as described by Ouchi.
The uniqueness of Theory Z is that it is a psychological
and sociological approach to administration.

According to

Ouchi, Theory Z organizations have more emotional well ..
being among workers and more productivity in business.
Type Z organizations are characterized by high degree of
trust, intimacy and subtlety by administrators.
Relationship of the Worker to
the Work Organization
The relationship of the worker to the work
9Janet Fish, "Early Childhood Program Administration: Application of Situational Leadership Theory 1 ' ' (Doc~
toral dissertation, University of California, Los Angeles,
1981).

5

organization has been addressed in sociological literature
dealing with occupations.

Scientific management theory,

the human relations school and structural theorists all
discuss various aspects of organizational and personal
;;;---

needs, formal and informal relations and management and
worker needs.10

Ouchi and those theorists before him from

Durkheim to Mayo and Hughes are concerned with the aliena-

In Freedom and Culture, Dewey proposed that work
organizations in a democracy have a responsibility for
creating and supporting cooperative and communicative relationships.

Democratic ends demand democratic methods for

their realization, Dewey affirmed.lZ
Belonging to a Group
The importance of belonging to a group, has been
addressed by psychologists and sociologists frequently.
Romans suggested that it is within the power of administration to create a partially effective substitute for the old
stabilizing effect of the neighborhood.l3

According to

Ouchi, the critical aspect of the work environment is its

lOAmitai Etzioni, Modern Organizations (Englewood
Cliffs, N.J.: Prentice-Hall, 1964), p. 41.
llouchi, Theory Z, p. 58.
12John Dewey, Freedom an.d Culture (New York;
Capricorn, 1939), p. 185.
13G. C. Romans, The Human Gr·oup (New York: Harcourt
Brace and World, 1950), Forward, p. 16.

,.-;------

--~--------

--
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ability to provide stable affiliation for individuals. 14
Emotional Well-Being of Workers
The human relations researchers have shown that the
underlying mechansims of social and managerial control in a
work organization may have profound effects upon the emotional well-being of employees.

Hornstein showed that the

social conditions can be manipulated to cause the bonds of
"we" to prevail over the bonds of "they. rrl5

Both Maslow

and Argyris asserted a close tie between the overall
structure and control mechanism of an organization and the
emotional well-being of its members.l6,17

McGregor also

described humane properties of work organizations. 18
Increasingly~

researchers have found support for

the idea that the more dangerous effects of occupational
stress on health may be reduced sharply by social support.
It has been suggested that social support, such as group
cohesion, interpersonal trust and liking for supervisors,
is associated with reduced levels of stress and better

14William G. Ouchi and Alfred M. Jaeger, "Type Z
Organizations: Stability in the Midst of Mobility," Academy
of Management Review, April, 1978, pp. 307-13.
15Harvey A. Hornstein, Crueltt and Kindness
(Englewood Cliffs, N.J.: Prentice-Hal , 1976), p. 151.
16Abraham Maslow, Motivation and Personality (New
York: Harper, 1954).
17chris Argyris, Integrating the Individual and the
Organization (New York: Wiley, 1964).
18McGregor, The Human Side of Enterprise, 1960.

II

----------------

-------
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health. 1 9 ·
Trust
Ouchi proposed that trust, subtlety and intimacy
were linked inextricably to each other, but trust is of
primary importance. 20 Both Rotter and, later, McDonald
developed interpersonal trust scales.

The kind of trust

being discussed is of a contractual nature involving an
interaction, direct or indirect, real or imagined, of at
least two parties on at least two occasions.

It is an ex-

pectancy held by an individual or a group that the word,
promise, verbal or written statement of another individual
or group can be relied upon.21,22
Theory Z
In "Type Z Organizations: Stability in the Midst
of Mobility," aspects of the ideal types of American and
Japanese forms of organization were compared and related to
their sociocultural roots.
Type J.

These were named Type A and

A hybrid organization, Type Z, which is appropriate

--

1-

19Alan A. McLean, Work Stress (Menlo Park: AddisonWesley, 1979), pp. 92-93.
20ouchi, Theory Z, p. 5.
2lJulian B. Rotter, "A New Scale for the Measurement of Interpersonal Trust," Journal of Personality, 35
(1967), 651-65.
22A. P. MacDonald, Jr., et al., "Self-Disclosure
and Two Kinds of Trust," Psychological Reports, 1972,
pp. 30, 143-48.

i__ _
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particularly for many situations in today's changing
American society, was then presented.23

"Types of Organi;-i

-

:1

-

zation Control and Their Relationship to Emotional Well
Being" is a description of the research study which led to
the book, Theory z. 24 The book, Theory Z 1 described
Ouchi's experiences with work organizations in America and
Japan and training programs in American companies which are

teristics described by·ouchi are:
a) Long-t.erm employment
b) Consensual decision-making
c) Individual responsibility
d) Slow evaluation and promotion
e) Implicit informal control with explicit formalized measures
f) Moderately specialized career path
g) Holistic concern, including family
h) Agreement, awareness and routine use of a
philosophical statement.
His Theory Z created a culture to foster interpersonal
subtlety and intimacy and these conditions encourage cohesive work groups.

Formation of groups may be the result

rather than the cause of organizational health.25

In

23ouchi, "Stability in the Midst of Mobility."
24william Ouchi and Jerry Johnson, "Types of Organizational Control and their Relationship to Emotional Well
Being," Administrative Science Quarterly, 23 (1978), 293-317.
25ouchi, · Theo:ry Z.

9

education, organizational health can be discussed in terms
of teacher burnout.
Burnout
Farber and Miller hypothesized that teacher burnout
is attributable not only to overt sources of stress but
often to unexamined factors within school structures that
lead to a lack of a psychological "sense of community"--a
lack that produces feelings on the part of teachers of both
isolation and inconsequentiality.26

Cunningham reviewed

the related research and literature on teacher burnout.

He

cited Cook for showing that the major causes of burnout are
a lack of positive administrative leadership, administrative concern and personal interaction, as well as a lack of
opportunity for input into decision making.27,28

Maslach

identified' several factors that could reduce the amount of
teacher burnout.

She found that the quality of the staff-

child interaction began to deteriorate as the quantity of
interaction increased.

Also, social-professional support

systems were found to lower burnout rates for those who had
access to them.

Finally, Maslach and Pines suggested that

child care staff needed to have special training and

26Barry A. Farber and Julie Miller, "Teacher Burnout: A Psychoeducational Perspective," Teachers College
Record, 83 (1981), 23p-50.
27cunningham, 1982.
28nonald ·H. Cook, "Teacher Morale: Symptoms, Diagnosis and Prescription," Clearing House, 52 (1979), 72-77.

10
preparation for working closely with other people.29130
Early Childhood/Day Care
Programs

E __ -

The literature on day care and early childhood programs correlates with the preceding principles.

The day

care/early childhood education environments often provide
the bonding primary relationship for an isolated family· in

stand this important role and function of their program.
Kilmer, in Advances in Early Education and Day Care, said
that the most important ingredient in successful child care
is trust between both parent and caregiver.31

In Child

Care-Who Gares? the point is made that all other considerations are subordinate to the requirement that programs be
operated as participatory, developmental and enabling.
Participatory democracy must be practiced in the form of
parent-community involvement, the author stated.3 2 Greta
Fein admitted in her book, Day Care in Context, that we
know too little about the creation of effective responsive
'===

~

~

29christina Maslach and Ayala Pines, "The Burnout
Syndrome in the Day Care Setting," Child Care Quarterly,
6 (1977), 153-60.
30christina Maslach and C. W. Jackson, "The
Measurement of Experienced Burnout," Journal of Occupational Behavior, 1981.
31Kilmer, 1980.
32Pamela Roby, ed.
York: Basic, 1973).
·

Child Care-Who Cares? (New

Ill

11
institutions.33

Almy pointed out that the early childhood

director must relate equally well with children and
adults. 34 In his organizational analysis of child care
programs, Neugebauer cited the impact of organization size
on the quality and nature of teacher-child, teacher-parent
and teacher-director relationships.35
Summary

An administrative model which purports to result in
a high degree of emotional well-being among workers and
which is characterized by administrators who promote trust,
intimacy and subtlety is a model worthy of consideration
for early childhood/day care administration.
seems to be such a model.

Theory Z

Theory Z is a well-grounded

extension of the sociology of occupations, macrosociology,
work organization literature and social humanities views of
administration and psychological aspects of the work
environment.

It is a synthesis of these historically-

developing strands into a valuable and useful approach to
organizational management.

e=

~

I;;;~

~

Ill
33Greta Fein and Alison Clarke-Stewart, Day Care
in Context (New York: Wiley, 1973), p. 280.
34Milly Almy, The Earll Childhood Educator at
Work (San Francisco: r1cGraw Hi 1, 1975).
35Roger Neugebauer, "An Organizational Analysis of
Day Care," (Doctoral dissertation, University of
Massachusetts, 1975).

.------,-~~---------~----
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The Problem
There is little information for the study of early
childhood/day care administration related to leadership
theory and organizational management.

An understanding of

the dynamics of organizations helps supervisors interact
with adults purposefully and skillfully for optimum

inter~

Theory Z, which support a psychological-sociological per.,.
spective, give a better view of what is important in
management and a better appreciation of the human element. 36
Early childhood/day care administrators would benefit from research regarding leadership theory and

organiza~

tional management in early childhood/day care programs
because it would provide understandings of the interplay
between individuals, the work environment, the organizational structure and teacher burnout.

In early childhood

and day care programs a dynamic interactional relationship
among staff and with parents is especially important for
the benefit of the children being served.
Purpose of the Study
The focus of this study was the investigation of
the relationship between Z organizational characteristics,

36sergiovanni, 1982.

-
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administrator trust and teacher burnout in early childhood/
day care programs.

Specifically, the study attempted to

test the following hypotheses:
1.

There is no relationship between administrator

trust and teacher burnout.
2.

There is no relationship between the following

four Z organizational factors and teacher burnout.

b)

Consensual Dec is ion.,..Making

c)

Holistic Concern

d)

Awareness of and routine use of a Philo-.
sophical Statement

3.

There is no relationship between administrator

trust, Z factors and teacher burnout.
4.

There is no relationship between the demo-.

graphic variables of size, location, supervisor interaction
time and quality of staff and teacher burnout.
Delimitations
This study was limited to a random sample of public
Child Development Center Supervisors and teachers in
California.
Definition of Te·rms
Child Development Center Director - A central office admin ...
istrator who supervises all of the Child Development
Centers in his/her Agency.

This person is responsible for

curriculum, staff relations, parent relations, children's

~---

R-

~~

14
programs and budget in a Center.
Child Development Genter Staff - All of the workers at a
site including non-teaching staff.
Child Development Genter Supervisor - The administrator of
a Child Development Center site who has met the criteria
for a Child Development· Center Supervisor Permit.
Child Development Center Teacher - A teacher who has met
the criteria for a Child Development Center Teacher Permit.
This person implements the plans of the Center Supervisor.
Consensual

Decision~Making

- Participative decision making.

A democratic process in which

ma~y

people are drawn into

the shaping of important decisions.
Developmental Day Care - A program designed to provide more ·
than custodial care.

Social, physical, emotional and

cognitive stages are considered in planning programs for
groups and individual children.

The teacher works with the

whole child as an educator and care-giver.
Early Childhood Program - A program for children from
infancy through age nine.

In Child Development Centers

this includes a preschool program with day care for children under five and before and after school care for
school-age children.
Holistic Concern - Emotional support.
welfare of subordinates and co-workers.

Concern for the
Relationships

between people tend to be informal.
Implicit Informal Control with Explicit Measures - Explicit
evaluation measures are not the final arbiter.

15
Implementation of organizational purposes and values is
used for motivation.
Individual Responsibility - A belief that the ultimate
responsibility for an action or decision resides in the
individual.
Long-term Employment - For this study long-term employment
was employment over five years in an early childhood or day
care program.
Moderately Specialized Career Path - Employees who succeed
more because of their ability to coordinate than because of
their individual expertise are representative of moderately
specialized career path experiences.

A tendency away from

specialization.
Philosophical Statement

An organization's statement of

what it is and what it is not including an underlying set
of values and beliefs that are internally consistent with
each other as well as being externally consistent with the
realities of the social environment.
Public Child Development Center Program

~·

A publicly funded
"==

program for children of working parents who meet criteria
of financial need.
Slow Evaluation and Promotion - Places emphasis on longrange performance.

Realization that superior performance

is recognized and will be compensated for in the long run.
Through group membership intimate, subtle and complex
evaluations by one's peers are paramount.
Teacher Burnout - Physical, emotional and attitudinal

F

~

•
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exhaustion which results in a detached attitude toward
clients and reduction in the quality of work performance.37
Trust - An expectancy held by an individual or a group that
the word, promise, verbal or written statement of another
individual or group can be relied upon.38
Procedures
Sample Description
The sample surveyed consisted of Supervisors and
teachers in one Child Development Center from each public
agency in California.

The Centers surveyed were randomly

selected by a table of random numbers.
108.

The sample size was

Information was obtained from the California Child

Development Program Directory.
Research Methodology
A questionnaire was developed which included items
related to demographics and Z organization characteristics.
Additionally, Macdonald's Self Report Trust Scale and the
Maslach Burnout Inventory were used.
The questionnaire consisted of four sections:
(A) Demographics, (B) Z organizational characteristics
(C) Trust (D) Burnout.

Parts C and D were measured by

standardized instruments.

In order to assess content

3 7Mas lach, 1981.
38Rotter, 1967, p. 651.

g_
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validity for Part B, that group of items was sent to a
five-member panel of experts.

One member of the panel was

a prominent Child Development Center Director in California.
Two members were well-known early childhood/day care
researchers.

A third member was an early childhood educa-

tor who recently earned a doctorate in early childhood
administration.

The fifth member was a national and

-ll------~i:n-te-rna-t--i-on-a-1-1-e-ader-:i::n-t-·h-e-ea-L 1-y-c-h-i-1-dhoocl-/-cl-a-y-c-a-r-e,--------~

profession.

After content validity was confirmed, the

28-item questionnaire was mailed to 25 Center Supervisors
across the State of California.

Previously, a telephone

call to the Director of the Agency had explained the
necessity for this procedure and appreciation for coopera ...
tion.

When 21 questionnaires were

returned~

a computer

analysis was done for split-half reliability.

Inter ... item

correlation existed (. 33 to . 62) which implied '·'item reliability.''

Although the 28 i terns appeared to logically

relate to Z characteristics, the groupings failed to
strate intra-characteristic item correlation.

demon~

Next, the

data were submitted as separate items and factor analysis
procedures determined four operational factors.

These

obtained factors were named as Z organizational factors
because, objectively, they related to Z characteristics.
The panel of experts unanimously agreed with the naming of
the factors as follows:
Factor I --Involvement with tasks and people.
Factor II -Consensual Decision-Making

18
Factor

III~Holistic

Concern

Factor IV -Awareness of and routine use of a

...;

-

Philosophical Statement
Thus the following four hypotheses were tested;
1.

There is no relationship between administrator

trust and teacher burnout.

2.

There is no relationship between any of the

,..our-z-organ±z~ai:±orra-1-£-a-ctur-s-.:rrm'-t-e<rch-er-burnou-r-L.-.---------~3.

There is no multiple correlation between

admin~

istrator trust 1 Z organizational factors and teacher burnout.
4.

There is no relationship between demographic

variables of size, location, supervisor interaction time,
quality of staff and teacher burnout.
Data Collection Procedures
The four-part instrument (See Appendices) was
mailed to Agency Directors.

A cover letter explained the

purpose of the study and assured confidentiality.

A letter

of support from the California Child Development Administrators Association was included.

Questionnaires for the

~

t.i~

Center Supervisor and teachers were included.

A stamped

and addressed return envelope was sent along with a "Love"
U.S. postage stamp for each person who answered a questionnaire.

After a period of three weeks follow-up letters

were sent.

Ten days after the follow-up letters telephone

calls were made to aid in retrieving responses.
percent response was achieved.

A 70

~

IIi
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Sta'tls'tlcal Ana'ly'sls
Pearson Product-Moment Correlation was. used to
determine the relationships between administrator trust and
burnout.

Through a multiple regression analysis, a

multiple correlation coefficient was obtained to examine
the predictability of teacher burnout from Z factors and

variables combined to contribute to the most successful
prediction of burnout at the .05 level of significance.
The independent variables were Z factors and trust.
dependent variable was burnout.

The

One way ANOVA procedures

determined the relationships between varlables of size,
location, quality of staff, and burnout.
Significance of the Study
The purpose of this study was to extend research
knowledge regarding early childhood/day care administration.
The dissemination of this new knowledge may help early

e=

~

childhood and day care administrators focus on the importance of such variables as a routine use of a philosophical
statement, involvement, holistic concern and consensual
decision-making.
Organization of the Remainder
of the Study
Four additional chapters complete this study.

~

•
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Chapter 2 is a review of the literature related to the
study with special emphasis on the topics of the worker and
the work organization, Theory Z, trust, teacher burnout and
early childhood and day care administration.

Chapter 3

presents a detailed description of the sample population,
the research design, the instruments used and procedures
employed.

Chapter 4 is a presentation and in-depth

discussion of the results of the study,

Chapter 5 presents

a sunnnary of the findings, theoretical implications,
practical implications and suggestions for further research.

Chapter 2
REVIEW OF THE LITERATURE
The purpose of this study was to investigate the
relationship between Z organizational characteristics,
administrator trust 1 and teacher burnout in Center Supervisors and teachers in Child Development Centers in California.

In order to put this study into proper perspec-

tive, the literature review focused on the topics of the
worker and the work organization, Theory Z, trust 1 teacher
burnout, early childhood/day care administration, and
Child Development Centers in California.

These six topics

F
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are addressed separately in the sections that follow.
The Worker and the Work Organization
The topic of the relationship between the worker and
the work organization will be discussed in five sections--

!) Work Organization Theory, 2) Alienation of the Worker,
3) Belonging to a Group, 4) Social Support and Emotional
Well-Being of the vJorkers, and 5) Work Stress.

These areas

seem to be most relevant to the focus of this research.
Work Organization Theory
The relationship of the worker to the work organization has been discussed frequently in sociological literature dealing with occupations.

21

Taylor's scientific

~
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management theory stated that the needs of the laborers and
the needs of the organization could be united if pay was
tied to productivity.

As a reaction to this scientific

technological approach, Mayo's human relations school of

§----

;]_-

management theory developed from the Hawthorne experiments,
From these findings it became clear that people were not
driven solely or even primarily by economic motives.

This led to the conclusion that if the group was content
and understood what management was trying to do, it would
produce up to its maximum capabilities,

An offshoot of

this conclusion was the development of a variety of techniques to make the group happier and, therefore, more

~

productive.

Communication was deemed of utmost importance.

The emphasis, however, was on communicating what management
wanted rather than the needs of the workers,

F

~

~

It was also

felt that if the worker could participate in decisionmaking, he would be more productive.

Too often this par-

ticipation took the form of asking what the worker wanted
-

~

and then ignoring his desires in the ultimate decision

~
~

!!'~

which remained in the hands of top management.

At its

extreme the human relations approach came to be knovm as
"cow psychology''--as long as a worker was content, he would
be productive. 1 In order to make him content management

lGeorge Ritzer, Man and His Work: Conflict and
Change (New York: Appleton-Century-Crofts, 1972), p, 244.

Iii
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piped in music, painted walls brightly, and provided
comfortable rest rooms.
In contrast to the basic assumption of the human
relations school (and scientific management) that there

R----

was no irreconcilability between .the goals of management
and the goals of the worker, Argyris assumed that a complete merging of individual and organizational interests is
impossible.

Ar_yris contributed a psychological emphasis

to the human relations school,

His two conditions for

psychological success were that an individual must value
himself and aspire toward increasing competence, and the
organization must provide opportunities for the individual
to define his goal, relate these goals to those of the
organization and evaluate his own effectiveness.

According

to Argyris the key characteristics of a humanistic organi-

~

~
~
~

zation are that it minimizes the dependence of subordinates
on superiors and maximizes the autonomy of the employee.
An important characteristic of such an organization is that
there be a climate in which superiors trust subordinates.
Features consistent with effective organizations according
~

to Argyris are trust, a lack of dependency, shared
decision-making, power and responsibility. 2

Both Hayo and

Argyris were concerned with how to mitigate the effects of
hierarchy.

2chris Argyris, Integrating the Individual and the
Organization (New York: 't'Tiley, 1964) .

~

•
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The practical implications of the theories
expressed by Mayo and Argyris emerged in the work of
t1cGregor.

McGregor accepted the notion that the attainment

of cooperation is more difficult in an industrialized
society than in a traditional one.

He also accepted the

idea that the development of social skills is a critical
need of contemporary managers,

ical discomfort.

Argyris took from McGregor

In order to moderate the effects of

dependent relationships in organizations, HcGregor emphasized the need for the development of a philosophy of
assumptions about people in which the climate reflects
basic trust, or Theory Y.

McGregor emphasized the impor-

tance of an underlying positive culture or philosophy or
climate of an organization.

McGregor,. s suggestions for

mitigating the influence of hierarchies was 1) the development of a climate that leads to humanistic practices,
2) interpersonal skills through the use ofT groups, and
3) the improved effectiveness of small working groups.3
Likert's work complements and extends the work of
the human relations theorists before him.

His research

appears to demonstrate that successful organizations
consist of cohesive work groups knitted together through
common participation in an organizational climate,

He

3nouglas McGregor, The Human Side of Enterprise
(New York: McGraw Hill, 196

25
emphasized that the overall climate must be consistent.

He

also explained that the natural tendencies in hierarchies
are to resort to mechanisms of control which in turn intensify the conflicts between individuals and groups.

'"

Only

through a commitment to group decision-making and training
in interpersonal skills can these natural conflicts be kept
under 'Control. Likert explicitly recognized that the

cooperation.

Indeed, the creation of internally cohesive

groups may serve only to move the organization from conflict between individuals to conflict between groups.

In

order to avoid this possibility Likert emphasized the
importance of a common culture.

Likertts research stated

F"'
~

that among 200,000 managers in American business, those

E
ii:-_--=-::

who achieved the highest productivity and the best employee

~

~

cooperation and motivation were using the same principles
of administration, regardless of the nature of their
organizations, the kind of work or the hierarchical level.
From these principles a system of management and administration was developed--System 4.

Managers using this

system typically achieved from 10 per cent to more than
40 per cent greater productivity and they also experienced
higher levels of employee satisfaction and health.

A

System 4 leader 1) is supportive, approachable, friendly,
easy to talk to, interested in the well-being of subordinates, 2) builds the surbordinates into cohesive, highly
effective, cooperative problem-solving teams linked

26
together by persons who hold overlapping memberships, 3)
helps subordinates with their work by seeing that they are
supplied with all the necessary resources, and 4) has high
performance no-nonsense goals.

Managers who use System 4

leadership create System 4 organizations which have excellent communication, high motivation and capacity for
reciprocal influence,

System 4 is a particularly effective

~---------~===-~~--===~
G~<M~~~~~-qh~--------------------------------~
torm of participative
management.

Mayo, Argyris 1 McGregor and Likert have contributed
significant knowledge to the human relations school of
organizational theory.

In summary, they point out that

hierarchical organizations are naturally and inevitably
hostile to the growth needs of individuals.

They create a

level of specialization that leaves lower level partici-

~

~

~=---=

~

pants in psychologically unsatisfying jobs and the narrow

~

measurements of performance used lead to interpersonal
difficulties.

Thus, all assert the importance of small

groups and the importance of the development of interpersonal skills.s

........
~

Clearly the potential for alienation exists in work
organizations.

This serious aspect v7ill now be discussed.

4Rensis Likert, "System 4: A Resource for Improving
Public Administration," Public Hanagement Forum (November/
December, 1981), 674-78.
5william G. Ouchi and Raymond L. Price, "Hierarchies, Clans, and Theory Z: A New Perspective on Organization Development," Organizational Dynamics (Autumn, 1978),
25-4L~.
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Alienation of the Worker
Ouchi and those theorists before him from Durkheim
to Mayo and Hughes are concerned with the alienation of the
worker especially in low status occupation.

According to

Durkheim in The Division of Labor in Society, society's
mechanical solidarity has been replaced gradually by
organic solidarity primarily because of population growth
and increased interaction among people,

Durkheim posited

that because of the increasing size of society a greater
and greater division of labor is necessitated,

Durkheim

saw three dysfunctional aspects of organic solidarity;
1) anomie--a sense of normlessness or isolation ,.vhich may
increase with the division of labor, 2) a problem of forced
division of labor--that is, an individual may be forced to
perform tasks not in line with his/her individual characteristics, and 3) the division of labor may be so minute
that the task does not seem meaningful.6
In his book, Man and His Work, Ritzer pointed out
that the relationship between the structure of an organi-

-

~
1'0--~

zation and alienation is far more complex than has been
contended because neither alienation nor bureaucracy is a
unidimensional concept.

Research has shown that it is

certain aspects of a bureaucratic structure which lead to
alienation--i.e., a high degree of bureaucratic authority

6Emile Durkheim, The Division of Labor in Society,
trans. George Simpson (Glencoe, Ill.: Free Press, 1974).

1r==
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self~estrange~

leads to feelings of powerlessness, anomie,

ment, normlessness and general alienation (but not social
alienation),

On a group level individuals in low status

occupations deal with their alienation through a variety
of informal group practices.

They employ a variety of

psychological devices to deal with their alienation.
Ritzer suggested several techniques management can use to
reduce

alienat~on

sucb as job

enlargement~

job

rotat~on,

building up a bank of work so that the worker can take
time off, strategic use of rest

periods~

giving workers

more autonomy and providing for more meaningful participation.7
Sayles and Strauss added the following suggestions

~

~

to reduce alienation.

Show each person his place in the

process and his role in it.

Show some chance for upward

~

ii=-----

~

~

mobility and give rewards for outstanding participation,
Above all, encourage the development of informal work
groups.B

Clear standards lead to work security and aid

in the development of a cohesive work group.

The

"'=

researchers agreed that when devices are used merely to
increase productivityl they are more likely to fail.9
Ritzer~s

awareness of the interplay between occupations and

7Ritzer, pp. 223-245.
8Leonard R. Sayles and George Strauss, Human
Behavior ih Organizations (Englewood Cliffs, N. J, : ·
Prentice-Hall, 1966).
9Ritzer, n. 247.
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society and his attention to change and conflict as social
processes are most valuable to our understanding of the
worker and the work organization.
Recently Cox and Wood showed that organizational
structure contributed significantly to professional alienation among public school teachers.
location of authority.

The basic problem is

The professional in the bureau-

crat1c organ1zat1on

work suD]ect to evaluation

and control of administrators and supervisors not necessarily members of his professional peer group.

In contrast,

in the professionally-structured organization the professional's work is controlled in terms of evaluative criteria
and ethical standards determined by colleagues and asso.
10
c1ates.
This review has shown that there is a relationship
between the worker and the work organization and that in
low status occupations, alienation is a major problem.
One way workers cope with alienation is through informal
work groups.

The importance of belonging to a group will

now be discussed further.
Belonging to a Group
According to Romans, membership in a group sustains
man, enables him to maintain his equilibrium under the

lOHarold Cox and James R. Wood, "Issues and Trends
in American Education," Peabody Journal of Education
(October, 1980), 1-6.

~
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ordinary shocks of life, and helps him to bring up children
who will in turn be happy and resilient.

Romans continued

ci-

to say that if his group is shattered around

him~

if he

leaves a group in which he was a valued member and! above
all, if he finds no ne"t'7 group to v1hich he can relate
himself~

a person will, under stress, develop disorders of

thought, feeling and behavior,
~--------i~

vi~~~--1oss

He predicted that the cycle

of group membership

~n

one generation

m~y~--------~

make men less capable of group membership in the next,
"The· civilization that, by its very process of grmr1th 1
shatters small group life will leave men and women lonely
and unhappy . ,.,ll
Mayo pointed out that the advent of the factory
system of production and the rapid rate of technological
change reproduced high rates of urbanization, mobility and
division of labor.

These forces weakened the community,

family, church and friendship ties of many Americans.12
Romans proceeded to suggest that the work organization which brought about urbanization and its consequent

-==-

social ills can also provide relief from them.l3

He

credited Mayo with being the first to show that it is
within the power of administrators to create a partially

llG. C. Romans, The Human Group (New York: Harcourt
Brace and Horld, 1950), p. 457.
12Elton Hayo, The Social Problems of an Industrial
Civilization (Boston: Harvard Bus~ness School~ 1945).
13Homans, Foreward, p. 16.

~
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effective substitute for the old stabilizing effect of
the neighborhood.

Making a living can also sometimes be

a socially satisfying way of life.
Ouchi declared that in a stable society individuals

=-:---

can develop ties outside work to complement the impersonal
nature of an organization.

But, in a mobile and changing

society values and outside ties are weaker,

More individ-

uals are less likely to have developed personarl:ies outside of work which satisfactorily complement the impersonal
interactions engaged in at work.

Thus, he continues

"organizations whose goals and philosophies are in tune
with todayts general societal values can survive and even
thrive by being more personal. '' 14 . According to Ouchi, the
critical aspect of the work environment is its ability to
provide stable affiliation for individuals.

Traditional

sources of affiliation in American society have been
weakened by urbanization and geographical mobility,
Throughout most of its history this country has been high
in sources of affiliation outside the workplace.

Organi-

zations evolved which created a stable, integrated state
in which most people devoted most of their energies to
affiliative networks away from the workplace and were only
partially included in the work organization.

In the past

few decades much of American society has been unable to

14v.Jilliam G. Ouchi and Alfred M. Jaeger, "Type Z
Organization: Stability in the Midst of Mobility," Academy
of Management Review (April, 1978), 307.

~
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provide affiliation and work organizations are not
nized to do so. 15

orga~

a--

Additional reinforcement for the premise being
developed in this review came from Durkheim,
that as societies modernize and

industrialize~

~~=-~
~-

He argued
individual

members tend to lose their ties with their families, their
traditions and other sources of values and direction of
life.

The only viable replacement for these essentia

ingredients of an integrated society, he argued, is the
occupational group.l6

Bellah 1 in his introduction to a

collection of Durkheim 1 s writings, offered an interpretation of Durkheimts view of occupational groups,
The occupational group would be in today 1 s
terms a community with a warm intense group life
of its own. This group life would include
educational, recreational and aesthetic dimensions
as well as mutual aid. This vigorous group life
would provide the moral forces that would prevent
the development of egoistic and anomie tendencies
and would provide an environment of justice and
equity so necessary if a highly differentiated
society is to function without pathology.l7
Recent

theorists~

~

:~~
~------

i

Meyer and Rowan, contended that

the work organization is the environment in microcosm.
This position sees organizations as not simply encountering

15rbid., pp. 307-13.
16Emile Durkheim, Suicide (New York: Free Press,
1951), p. 378.
17Robert Bellah, ed., Emile Durkheim: On Morality
and Society (Chicago: University of Chicago Press, 1973),
p. xxxi.

/
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their environment but as part and parcel of their social
environment.

Work organizations have a function within the
larger society. 18
In Freedom and Culture Dewey referred to this all-

important understanding and acceptance of the way elements
of a culture interact with one another.

Furthermore, Dewey

proposed that work organizations in a democracy have a
+------~re-spons-:i:b-i-l-±-t-y~fo1:."'-C'".Ce-at lng-and-supp-o-.c-t±ug-c-o-op-e-.catl "re-an-dl-----~

communicative relationships.

Democratic ends demand-demo-

cratic methods for their realization, Dewey affirmed.l9
Closely related to the topic of belonging to a work
group is that of the emotional well-being of workers.

Much

research from urban sociology and humanistic social
psychology helps_in our understanding of this aspect of

F

~
~

~
~

organizational theory.
Social Support and Emotional
Well-Be~ng of Workers
The human relations researchers have shown that the
underlying mechanisms of social and managerial control in a
work organization may have profound effects upon the
emotional well-being of employees.

Hornstein showed that

the social conditions can be manipulated to cause the bonds

18John W. Meyer and Brian Rowan, "Institutionalized
Organizations: Formal Structures as Myth and Ceremony, l.l
American Journal of Sociology, 83 (1977), 340-363.
l9John Dewey, Freedom and Culture (New York:
Capricorn, 1939), p. 185.
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of "we" to prevail over the bonds of "they, 1:• 20

Good posi-

tive social experiences tend to have a rippling effect and
cause more positive interactions to occur.21
Furthermore, the human relations tradition of

~
:';---

organizational research has long emphasized that supportive
behavior by work supervisors can improve both the morale
and productivity of workers and reduce many forms of
-l!------~-r-gan-i-z-a-t-i-on-a-1-s-t-r-e-s-s--;--Hou-s-e-atl.-d-h-!-s--ee-l-l-e-ag-:tle-s-a-t-t-h.__.e-- - - - - - - -

University of Michigan discussed the concept of social
support in detail..

House t s definition of social support

considers it an interpersonal transaction involving emotional concern, instrumental aid, information or appraisal.22

The study of work stress, social support and health

is inherently a social psychological problem involving an
interplay between the nature of individuals and the nature
of social environments in which they are enmeshed.

The

quantity and quality of peoplets social relationships with
spouses, friends, co-workers and supervisors appear to have
an important bearing on the amount of stress they experience, their overall well-being and on the likelihood that

""""""'

stress will adversely affect their overall well-being.

Iii

20Harvey A. Hornstein, Cruelt~ and Kindness (Englewood Cliffs, N.J.: Prentice-Hall, 197 ), p. 151.
21Randall S. Schuler, "Definition and Conceptualization of Stress in Organizations," Organizational Behavior
and Human Performance,25 (1982), 199.
22James S. House, Work Stress and Social Support
(Henle Park: Addison-vJesley, 1981).
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According to House, social support could mitigate or buffer
the effect of potentially stressful objective situations
such as a boring job, heavy workloads or unemployment by
causing people initially to perceive the situations less
threatening or stressful.

The major determinants of

socially supportive inputs provided to individuals by
others are 1) their ability and motivation to provide
su

ort and 2) the degree to which the larger interpersonal

and social context condones and supports such efforts.
Social support is a critical element in human relations'
theories of organizations but the acceptance and implementation of these practices especially by supervisors appear
to depend on the attitude of higher management,23
~--

A large body of research focused on the importance

:~=-~

of social support as a major contributor to worker morale
and satisfaction and organizational effectiveness quite
apart from the effects of support on stress and health.
The usual explanation for the positive effects is primarily
that workers experience a sense of job enlargement and
~

enrichment and secondarily that they form stronger work

~

fi;__:-~~~~

group ties.24

Iii

Likert posits that the supportiveness and openness
of leaders is the first characteristic of his ideal type of
,_

organization (System 4).

Cohesive and supportive work

groups are also critical elements in his theory of what

23House, p. 117.

24House, p, 62

~--
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makes organizations effective.

.

Enhancing levels of social

support at work means making the giving and receiving of
social support a central and normal part of the ongoing
structure and process of work organizations . 25

c-----

Fostering supportive relationships among coworkers
must be another target of efforts to enhance social
support.
the

Workers will not support each other to the extent

could if the power and reward structure of the

organi~

zation does not encourage (much less discourage) such
efforts.

Basic principles for implementing social support

are 1) accessibility--conditions at work must facilitate
rather then impede opportunities for relatively free and
open communication between workers; 2) training--most
people need some instruction or training to become more
supportive especially in emotional support; 3) rewards and
reinforcement; 4) strategic focus--apply social support
where it will do the most good; and 5) combine research and
practice. 26
The general topic of work stress is heavily
researched in the literature.

This review will summarize

-=-------==
-
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some of the most relevant articles.
Work Stress
Much of House's findings seemed to be corroborated

25House, p. 120.

26House, p. 126.
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by McLean's work.

According to McLean good relationships

among members of a work group are a central factor in
individual and organizational health.

French, Kaplan and

Kahn related the mistrust of persons one works with to high
role ambiguity, low job satisfaction and feelings of jobrelated threat to one's well-being. 27

s--

8B~~~

--~

Two factors help to determine if a specific
stressor will produce symptoms.

The first is the context

and the second is the particular vulnerability of the
individual at the time.
The nature of

one~s

role in a work organization

often underlies stress reactions.

A great deal of research

has focused on role ambiguity and role conflict.

Ambiguity

exists when an individual has insufficient information
about his or her work role.

There is uncertainty concern-

r

iL--~

-

r~

ing the scope and responsibilities of the job and uncertainty about what the coworkers expect.

Role conflict

exists when an individual in a particular work role is torn
by conflicting job demands or doing things that he or she
does not really want to do or does not think are part of
the job.

Furthermore, McLean cited French's research which

found that people who reported greater opportunities for
participative decision-making said they had lower jobrelated feelings of threat and higher feelings of

27Alan A, McLean, Hork Stress (Menlo Park;
Addison-Wesley, 1979), p. 84.
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self.,..esteem.

Also !-!cLean discussed Margolis' re.search which

found that non-participation in decisions about one's work
was the most consistent and significant predictor of strain
and job-related stress.28
~---

McLean emphatically stated that, increasingly 1
support is being found for the idea that the more dangerous
effects of occupational stress on health may be sharply
J-----_,.r,_,e""'d'""'u~c,_,e.,_,d"'------'b~y

social support.

Many studies

sugg=e=s_,t=e=d'----"'t=h=a,_,t'-------~

social support such as group cohesion, interpersonal trust
and liking for supervisors is associated "t-7ith reduced
levels of stress and better health,29

McLean made the

important point that perhaps the critical aspect of effective social support is the establishment of a perception of
an organization's willingness and ability to help with work
related problems.30
In Preventing Work Stress, Levi discussed the
concept of person-environment fit.

A bad person-.environ-

ment fit has discrepancies between 1) individual ability
and occupational demands, 2) individual needs and occupational opportunities, and 3) individual expectations and
occupational outcome as perceived by the individua1. 31 He
cited Kahn's research which listed the things that make
work satisfying and health-giving such as the intrinsic

28HcLean, p. 85.

29McLean, p. 93,

3°rbid.

3ltennart Levi, Preventing TtJork Stress (Menlo Park:
Addison-Wesley, 1981), ·p. 122.
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content of the job, autonomy, material rewards,
pation and the concept of social support.32

partici~

Levi concluded

that the humanization and improvement of working life
can be des:-cribed in four slogans,.. ... l) adaptation of job
demands and opportunities to the individual's abilities and

s:;=

---
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needs 2) harmonious human relations at work 3) right person
in the right place 4) more self-determination and power to
and information and feedback from the ordinary worker.33
Levi cited Emery who listed six requirements that
pertain to the content of a job and that must be met if a
new work ethic is to develop.
1)

The need for the job to be reasonably demanding
in terms other than sheer endurance and to
provide at least a minimum of variety.

2)

The need to be able to learn on the job and go
on learning.

3)

The need for some area of decision-making that
the individual can call his or her own.

4)

The need for some degree of social support and
recognition in the workplace.

5)

The need to be able to relate what the worker
does and what he or she produces to social
life,

6)

The need to feel that the job leads to some
sort of desirable future.34

32Levi, p. 128.

33rbid.

34Levi, p. 124.
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Historically, the theme of the relationship between
organizational structure and emotional well-being has been
ri--

apparent for several decades.

Merton pointed out some

rr~
~

~~0:~

close ties between organizational control and individual
well-being several decades ago.35

2-

~~--

Weick stated that the

tension between organizational inclusion and individual
autonomy has been central for several decades,36

Both

structure and control mechanism of an organization and the
emotional well-being of its members.37,38

Further verifi-

cation of the interaction between organizations and workers'
well-being came from Mayo who foresaw a worker organization
with a holistic and broad community relations aspect. 39
In a very recent study described in the Journal of
Vocational Behavior, an experiment showed that career and

~
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work satisfaction were the strongest contributors to mental
health.40

The Conference on New Developments in

35Robert K. Merton, Social Theory and Social Structure (2nd ed.; Glencoe, Ill.: Free Press, 1957), pp. 195-206.
36Karl E. Weick, The Social Psycholog~ of
Organizing (Reading, Mass.: Addison-Wesley, I 69).
37 Abraham H. Maslow, Motivation and Personality
(New York: Harper, 1954).
38chris Argyris, Integrating the Individual and the
Organization (Ne'i1 York: Hiley, 1964) .
39Mayo.
40Hiener Yoash and others, "Antecedents of Employees Mental Health: The Role of Career and Hork Satisfaction," Journal of Vocational Behavior, 19 (Aug. 1981),
50-60.
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Occupational Stress included discussion of specific sources
of stress in the work environment which may influence
worker health.L!-1

Another study by Kremer and Hofman of

Teachers' Professional Identity and Job Learning Inclination suggested that teacher turnover might lessen if
administrators were more sensitive to teacherst desires for
more personal autonomy, their need for greater satisfaction
in their work and a higher professional identit:y,4 2
Cooper and Payne offered extensive information
regarding the field of occupational stress in their book
Stress at Work.

They cited most of the researchers

previously mentioned in this review.

In addition they

offered an insight given by Wells of a different nature. 43
The pattern of results reported by Hells indicated that the
socio-emotional support of wives and supervisors was much
more effective in mitigating the effects of perceived
stress on health than was the support of co-workers and
friends and relatives and that this support was more
effective in alleviating the effects of feelings of
deprivation or lack of rewards than in mitigating the

4l"New Developments in Occupational Stress,"
Proceedin s of a Conference, Nov. 13, 1978, U.S. Educationa Resources In ormation Center, ERIC Document
ED 201 822, 1978.
42Lya Kremer and John Hofman, "Teachers Professional Identity and Job Learning Inclination," U.S.
Educational Resources Information Center, ERIC Document
ED 202 851, April, 1981.
43cary L. Cooper and Roy Payne eds. , s·tress at
Work (New York: Wiley, 1978), p. 143.
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effects of pressures or job demands which exceeded the
worker's capabilities.

Notice that this study highlighted

the importance of considering the source of social support.
The much greater importance of support from a supervisor

;ci- --
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than from a co.-.worker suggests that organizational and
hierarchical factors may be critical in this context.
R. Van Harrison discussed the important concept of
Person-Environment-Fit in Chapter 7 of Stress at Work.

He

explained that Person-Environment-Fit (PE fit) Theory
emphasizes that job stress will not be reduced by general
programs which treat all individuals identically.
relationship between each

worker~s

job environment must be considered.

The

needs and values and the
Technical differences

between PE fit theory and job enlargement and job enrich~
ment were discussed.44 Proponents of job enlargement

.
r
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assume that all individuals want challenging and involving
experiences at work.

The evidence supporting Person-

Environment-Fit theory suggests that enlarging an entire
set of jobs may improve fit for some but it will also
worsen fit for others.

Advocates of job enlargement

programs often propose giving people more participation in
decisions affecting their jobs.

They assume however that

providing the worker with more control will meet the needs
for challenge and involvement felt by all individuals.

44R. Van Harrison, "'Person-Environment-Fit and Job
Stress, ... Stress at Work (New York: Wiley, 1978), Ch. 7.
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PE fit theory suggests that increasing worker

participation is important, it posits that it is important
because a more complex process can then occur.

The

;::;-

g__

increased control allows the worker to structure the job to
better fit his abilities and values whatever they may be.
Those who want more complex and challenging jobs can take
advantage of the opportunities opened up to them,

Those

individuals who prefer simpler jobs can choose to delegate
decision-making to others who want the job demand,

The

article concluded that in order to reduce job stress for
all persons, programs must allow individualized treatment
of a worker.
Schuler gave a very fine review of the literature
on stress in organizations.

He attempted to define and

conceptualize stress in organiz?tions from this composite
of research.

The major components of his definition of

stress were uncertainty, opportunity, constraint and
demand.

Stress was then related to organizational quali-

ties and stress symptoms.45
The importance of the worker-work organization
relationship and especially the importance of informal work
groups has now been established in this review.

The role

of the organization in providing primary relationships in
our society has been discussed.

Research on occupational

stress as it relates to the emotional well-being of the

45schuler.
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worker and the work organization structure has been
reviewed.

Administrator style has also been referred to as

an important ingredient in the development of work organizations as human experience.
Hatvany and Pucik stated that

0

Japanese management

policies and practices shape a paradigm of concern for
human resources--a paradigm that blends the hopes of

show a return on investment."46

Ouchi's Theory Z offers

a model to help organizations develop the ability to
coordinate people.47

The next section will look at the

specific characteristics of Theory Z organizations.
Theory Z
This section of the literature review which deals
-with Theory Z will be divided into four parts:

Z charac-

teristics, Markets-Hierarchies-Clans, Philosophy, and
Criticisms.

As discussed in Chapter 1, Ouchi compared

ideal types of American and Japanese organizations and
created a hybrid organization, Type Z.
Z Characteristics
According to Ouchi, Theory Z organizations capture
46Nina Hatvany and Vladimir Pucik, "Japanese
Practices and Productivity," Organizational
Dynamics (Spring 1981), 5-21.

~1anagement

47william Ouchi, "Going From A to Z; Thirteen Steps
to a Theory Z Organization," Management Review (May, 1981),
9-16.

-·---·-
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the best in management methods from Japanese and U.S.
approaches.

A Theory Z organization is egalitarian,

engages fully the participation of employees in running the
company and emphasizes subtle concern in interpersonal
relationships.

It is characterized by employee cooperation

s~-::- -~-

~-~-~___:: _ _::_

and commitment to the objectives of the company,48
Hatvany, a colleague of Ouchits, said that in most
Japanese companies human assets are considered to be the
firm's most important and profitable assets in the long run.
Through a system of strategies and techniques, Hatvany and
Pucik offered this paradigm of characteristics.
Japanese
Paradigam

Strategies

Techniques

Long term
Employment

Slow
Promotion
Complex
Appraisal
System

Concern for
Human Resources
Unique
Company
Philosophy

Emphasis
on Work
Groups

Integrating
the Employee

Open
Communication
Consultative
DecisionMaking
Concern for
Employee

Hatvany and Pucik asserted that this model is an integrated
system of management strategies and techniques that

48ouchi, "Going from A to Z."
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reinforce one another

b~cause

of systemic management
orientation to the quality of human resources, 49
Much of the model described can be attributed to
Z organizations.

The Z organizations tend to be more

individualistic and measures of performance may be more
explicit.

They also practice moderately specialized career

paths.
Sergiovanni said that Theory Z
. speaks to a culture 1 a way of life that exists
at the organizational level. Its building blocks
are trust and loyalty to the organization, a commitment to one;_ s job and a sense of dedication that
stems from a philosophy that gives direction to
organizational actions and provides meaning to
organizational members.SO
In his book review of Theory Z in Fortune, 1982,
Bowen is quick to point out that Theory Z is not a theory
but simply a label for Type Z organizations.

He observed

that a fundamental characteristic of Type Z companies is
the strong bond between the company and its employees._
Central to Ouchi's thinking is the idea that involved'
workers are the key to increased productivity.

Bowen

pointed out that another characteristic of Type Z companies
is that each develops its own corporate culture with patterns, traditions and ideals that persist over time.
companies are something like clans he said.51

Such

It is

49Hatvany and Pucik.
50Thomas J. Sergiovanni, "Ten Principles of Quality
Leadership," Educational Leadership (Feb. 1982), 335.
5lwilliam Bowen, "Lessons From Behind the Kimono,"
Fortune, (June 15, 1981), 247-50.
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important to understand the concept and function of clans
in Ouchi's model.

The next section will discuss Ouchi's

use of the clan form of social control.
Harkets-Hierarchies-Glans
Ouchi suggested that organized effort can be
_managed through one of three basic social mechanisms;
markets, hierarchies (bureaucracies) and clans,
rely on price

or

their,funct~oning.

Harkets

If prices are

properly set, each individual seeks to maximize his own
personal wealth,

Hierarchies operate through the specifi-

cation and monitoring of rules.
legitimate authority.

They introduce the use of

A clan is

. . . a culturally homogenous organization 1 one in
which most members share a common set of values or
objectives plus beliefs about how to co-ordinate
effort in order to reach common objectives. The
clan functions by socializing each member so that
each merges individual goals with organizational
ones.52
The great advantage a hierarchy has over a market
is that it can tolerate more ambiguity.

On the other hand,

a hierarchy imposes a dependent relationship on employees
and subordinates must be dependent upon superiors to direct
and evaluate their work.
Ouchi continued building his rationale about the
importance of clans through the following logic,

Hierarchy

521fTilliam G. Ouchi and Raymond L. Price, "Hierarchies, Clans and Theory Z: A New Perspective on Organization Development," Organizational Dynamics, (Autumn, 1978),
36.
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is only one among three mechanisms of social control over
collective tasks.

However, while markets require highly

sophisticated price information and clans require extreme
homogeneity and stability, hierarchies can operate with
only partially committed largely unsocialized employees
·:::i-

working under conditions of extreme ambiguity,

According

to Ouchi industrialization produces a level of mobility
that is destructive of clans and produces levels of technological change and interdependence that frustrates market
mechanisms.

Hence, the dependence on bureaucratic hier-

archies.
Then, Ouchi continued, 'tvhy do small groups seem to
mitigate the effects of hierarchies without diminishing
their effectiveness?

Ouchi asserted that it seems that

small groups can appear to mitigate the negative effects of
hierarchy only if those effects are accompanied by the
increase of either the market or the clan mechanisms which
in turn replace some of the deemphasis on hierarchical
control.

In other words this argument asserted that only

if the clan form significantly (but not entirely) replaces
the bureaucratic hierarchy will the effects of hierarchy
diminish.

Cohesive small groups may flourish in such a

setting.
Ouchi's clan concept is the result of sociological
thinking more than the psychological emphasis vJhich had
been used by former humanistic proponents.
new contribution to our thinking.

Thus, it is a

The explicit attention

49
given by the humanists to climate, atmosphere and philos'

ophy seems to be consistent with the notion of building a
F;-

cultural or clan form of control.
Probably the most striking example of industrial
clans are to be found in Japan.

Japanese organizations

..
~

employ many bureaucratic and market mechanisms but they
rely to a great extent on common socialization into and
r-------~a~~-aptance

of the values and beliefs of a homogenous

~------------------~-

culture.
Basically, the Type Z organization closely
resembles the Japanese form, depending critically as it
does on stable long-term employment.

This permits rela-

tively complete socialization into the organizational
culture.

The practice of moderate career specialization by

rotating people through different functions aids the integration process.

The slow process of evaluation and

promotion ensures that no one is advanced into a position
of responsibility until complete socialization has taken
place.

This leads to natural consensual decision-making.

The combination of collective decision-making
co~monly

~vith

a

shared culture reduces the need for explicit

supervision.

Relationships are long-term and superiors

tend to develop a relatively holistic concern for subordinates.

Ouchi asserted that supporting the idea of clan

forms of organization, rather than small group development,
is the proper focus for developmental efforts.53
53ouchi and Price, pp. 25-44.

The
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creation of clans depends heavily on the existence and
routine use of a philosophical statement.

Thus, the

development of an organizational philosophy will be discussed next.
Philosophy of an Organization
According to Ouchi, the clarity and widespread
acceptance of an organizational philosophy most clearly
separates the Type Z organization from the Type A organization.

An organizational philosophy is primarily a

mechanism for integrating the individual into an organization.

By providing clear understandings of the organiza-

tion's goals, objectives and methods for accomplishing
these goals a philosophy permits individuals to link their
own individual goals with those of the company,

An

organizational philosophy is also a mechanism for integrating an organization into the society.

A philosophy of

management can provide a consistent guide to decisionmaking.

Ouchi stated that an organizational philosophy can

be the creation of a single charismatic leader or of a

~
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group of managers.

It must be developed at the top of an

organization.
There is really no trick to developing an
organizational culture or philosophy. It simply
means recognizing the plain fact that measurable
quantifiable techniques of control are helpful
but incomplete and that if the equally important
but more subtle goals of the organization are
not expressed openly through a philosophy then
numbers will rule to the detriment of the
organization. It is hoped that the concerns of

p-

I&

51
seJentific management will be counter-balanced
with. the concerns of cultural management.54
Ouchi stated in his book, Theory Z, that talking
about the company philosophy is not considered soft-headed,

i~-i~
,_____
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wishful or unrealistic.

He explained that managers see

clearly that their capacity to achieve close cooperation
depends in part on their agreeing on a central set of
objectives and ways of doing business.

These agreements

comprise their philosophy of business, a broad statement
that contemplates the proper relationship of the organization to its employees, its owners, its customers and to
the public.

This general statement must be interpreted to

have meaning for any specific situation and it is, therefore, important that managers be sufficiently familiar with
the underlying corporate culture so that they can interpret
the philosophy in ways that produce qooperation rather than
conflict.55

The bedrock of any Z company is its philosophy,

claimed Ouchi.
The process of making a philosophy and culture
explicit may take several forms.

The survey-feedback

approach permits one or two persons to interview key
managers one by one and later feedback to the entire group
a summary of these individual views of the philosophy.
This should be followed by discussions which lead to a

54william Ouchi, Theory Z (Menlo Park: AddisonWesley, 1981), p. 42.
55ouchi, Theory Z, p. 131.
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consensus of the key elements of the organization's philosophy.
Another approach encourages key individuals to set

~---
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down the principles that in their view have led to the
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organization's success. · Again these statements are then
~-

discussed, debated and finally accepted throughout the
organization.
A corporate philosophy must include the objectives
of the organization, the operating procedures and the
constraints placed on the organization by its social and
economic environment.

The task of developing a statement

of philosophy both internally consistent and complete can
be extremely difficult.

All successful company philoso-

phies reflect an understanding of the underlying function
or purpose of the company and all emphasize the necessity
of cooperation for the fulfillment of that purpose.56
Ouchi recognized that there are weaknesses in the
Theory Z model. The next section discusses some of these
apparent weaknesses.
Criticisms of Theory Z
Because it is so homogenous with respect to values
and beliefs, the Z organization may be hostile to deviant
views, including those that may be important for future
adaptation and survival.

For example, one can easily

56ouchi, Theory Z, p. 159.
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imagine a company with a well-grounded, majority view
operating as its company culture.

This strong bond pro-

hibits much needed change vis-a-vis affirmative action

a-----:--!~~

policies.

~
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Type Z organizations are frequently criticized by
experts in economics and finance as having "slack"-operating inefficiently because it pays social costs it

to social concerns seems to be essential for the maintenance of a corporate culture.
A final criticism, as mentioned previously is that
Theory Z is not a theory but rather a label for a Type Z
organization.

Bowen mentioned that an internal argument

seems to be going on between Pascale and Ouchi regarding
accuracy in reporting research activities and results.57
This review of Theory Z organizations has underscored the most outstanding qualities and characteristics
found in those organizations.

A Z organization appears to

promote those characteristics which other human organization theorists have valued--concern for the individual,
small group cohesiveness, lack of subordination and alienation.

Social support and emotional well-being of workers

have been discussed.

Consistently the quality of trust has

been observed to be critical in the operation of a human
resources model of organization.

57 Bowen.

Theory Z states that

54
trust, subtlety and intimacy are important qualities for
managers but trust is paramount,58

The next section will

discuss this quality of trust.
Trust
The seminal work on interpersonal trust was done by
Rotter.

In the context of social learning theory he
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vidual that the word, promise, oral or written statement of
another individual or group can be relied on." 59 Rotter's
research documented the strong relationship between high
trust and trustworthiness.60
Rotter's Interpersonal Trust Scale is an additive
~

test of interpersonal trust.

The test construction pro-

:--------
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cedure followed was to devise a large number of items

i-_ .

presented in a Likert format which appeared to deal with
belief in the communication of others.

The others dealt

with were not specific persons with whom the individual had
had a long-time close association but rather classes of
~

significant others whose behavior could affect the
subject's life.

Following administration of these items to

58ouchi, Theory Z.
59 Julian B. Rotter, "A t~ew Scale for the Measurement of Interpersonal Trust," Journal of Personality, 35
(1967), 651-65.
60Julian B. Rotter, "Generalized Expectancies for
Interpersonal Trust," American Psychologist, 26 (1971),
443-52.
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a large number (n=547) of male and female college students,
items were retained or rejected on the basis of three
criteria.

~- --

The first of these was a significant correlation

with the total of all the other items with that item
removed.

The second was that the item produced a spread of

scores providing maximum differentiation of subjects and
the last was that the item did not correlate too highly
r---------~·~~h~

Marlowe-Crowne Social Desirability Scale.

The

final form of the test included 25 trust items and 15
filler items.

The scale has an internal consistency of .76

and the test-retest reliabilities for five weeks, three
months and seven months respectively were significant at
. 69, . 68, and . 56.
In order to assess the construct validity of this

!-
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scale, a first study was conducted using a sociometric
method in college fraternities and sororities.

r:-=-

One hundred

fifty-six subjects were asked to nominate members of the
group who were highest and lowest in interpersonal trust
and three other variables that might be related to trust
(gullibility, dependency and trustworthiness).

As control

variables, humor, popularity and friendship were included.
The results of this study indicated that the scale could
predict significantly sociometric ratings of trust and that
these predictions were higher than the control variables of
popularity, friendship and humor.

According to Rotter,

discriminant as well as construct validity was

_·
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demonstrated. 61

An

unpublished dissertation by Geller

assessed the validity of the scale under experimental
R ----

conditions with a behavioral criterion . 6Z

6---

In summary, Rotter said that his research showed
that·people who trust more were less likely to lie and were
possibly less likely to cheat or steal.

They were more

likely to give others a second chance and they respected
~--------=th==e-=r~ights

of others,

The high truster was less likely to

be unhappy, conflicted or maladjusted.

He or she was liked

more and was sought out as a friend more often by lowtrusting and high-trusting others.63

The strong corre-

lation between trust and trustworthiness provided support
for the belief that people who trust others are regarded
themselves as being dependable.

Rotter's research on trust

seems to support Ouchi's position that trust is a highly
important Theory Z characteristic.
One of the outcomes of a Theory Z organization is
the increased emotional well-being of workers.

One

measurement of well-being as related to one's work is
burnout.

The next section will address the topic of burn-

out, especially teacher burnout.

61Rotter, 1967.
62J. D. Geller, ''Some Personal and Situa·tional
Determinants of Interpersonal Trust' (Doctoral dissertation, University of Conn., 1966).
63Julian B. Rotter, "Interpersonal Trust, Trustworthiness and Gullibility," American Psychologist, 35
(Jan., 1980), 1-7.
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Burnout
In an extensive review of the research on burnout,
Cunningham verified the epidemic existence of burnout in
the teaching profession.64

R -- --

Cook found that the major

causes of low teacher morale and burnout are a lack of
positive administrative leadership, administrative concern
and personal interaction, as well as a lack of opportunity
for input into decision-making and for participation in
professional growth activities.65

Spanoil and Caputo

identified such sources of organizational burnout as 1) not
including staff in policy-making procedures, 2) lack of
structure for sharing feelings and ideas, 3) lack of
positive feedback, and 4) lack of ability to personalize
workspace.66

Cunningham summarized his review of the

literature on burnout by saying that
Research suggests that professional burnout is
by leaders who support participation and are
aware and concerned about people. Such principals
create environments in which teachers can set their
own objectives.67

red~ced

Farber offered another important review of the
literature on teacher burnout.

He showed that more

teachers cited problems with school administrators as a
64william G. Cunningham, "Teacher Burnout; Stylish
Fad or Profound Problem," Planning and Changing, 12
(Winter, 1982), 219-43.
65nonald Cook, "Teacher Morale: Symptoms Diagnosis
and Prescription," Clearing House, 52 (April 1979), 72-77.
66L. Spanoil and G. Caputo, Professional Burnout:
A Personal Survival Kit (Human Services Associates, 1979).
67cunningham, p. 236.
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source of strain than discipline problems with students.
Farber emphatically made the point that teacher burnout is
attributable not only to overt sources of stress but often

,__.
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to "unexamined factors within a school structure that lead
to a lack of psychological sense of community--a lack
that produces feelings on the part of teachers of both
isolation and inconsequentiality. 1'68

In order for this to
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must be altered in such a way that it becomes a growthproducing motivating one for teachers.

He called for a

social-professional support network within a general
psychological sense of community.
Reppucci offered guidelines for the creation of
settings conducive to the needs. of helping professionals.

~

-

--

·m-~

r==

One guideline is the existence of a guiding idea or philosophy which is understandable to and provides hope for all
members of the organization.

Another suggested need is for

an organizational structure which encourages consistent
collaboration among all levels of staff personnel.

The

third suggestion is a need for active community involve-

r~~

ment. 59

·Iii
Access to a social-professional support system was

68Barry A. Farber, "Teacher Burnout: A PsychoEducational Perspective," Teachers College Record, 83
(Winter, 1981), 238.
69N. Dickon Reppucci, ""Social Psychology of Insti ...
tutional Change; General Principles for Intervention,"
Ame·rican Journal of Community Psychology, 1 (1973), 330-41.
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one of the clear factors relatirtg to burnout which Maslach
found in her work with day care staffs.

Specifically,

number of staff meetings related to better working conditions and centers that held more staff meetings where
teachers had some input into institutional policy were more
positively evaluated.

--

Bet.ter work relationships were

associated with more teamwork.

An interesting finding was

that even though less structured centers had better working
conditions, they exacted a greater emotional price from
individual staff members.

Although there was more emo-

tional exhaustion in these centers, there were more
positive feelings about it.

Maslach said that one clear

~---
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finding is that the likelihood of burnout becomes greater
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as the amount of direct, continuous contact between staff
members and children increases.

This led to recommenda-

tions for reduced hours, smaller staff-child ratios and
the addition of more structure in some cases.

According to

Maslach burnout involves the loss of concern for the people
with whom one is working, emotional exhaustion and
dehumanization.70
Whitebrook and others reported that their study
showed that intense personal contact with children and

70christina Maslach and Ayala Pines, "The Burn":"-Out
Syndrome in the Day Care Setting,,,_ Child Care Quarterly,
6 (1977), 100-12.
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adults was what most engaged workers and pleased them about
their jobs.

_

What these participants liked least was low
~-

pay and unpaid working hours.

Regarding organizational
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structure, all teaching staff members interviewed had
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limited input and involvement in major policy decisions
such as hiring, firing and budget allocations.

§
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Only 18

percent said that they were included in major decision-.
making

an~

over half expressed dissatisfaction with their

center~s'h:i.e,rarchical

policy structures.

They found

policy-makers often ill-informed and/or insensitive to the
ramifications of their decisions.71
Freudenberger and Mattingly suggested that it is
the nature of the work itself that produces burnout.

The

intensive interaction between adult and child makes
excessive demands on energy, strength and resources which
equates to burnout according to these researchers.72,73
An editorial in Social Work stated that much of
the literature on burnout focuses on changing the worker or

71Marcy Whitebrook, et al; "Who'·s Minding The Child
Care Workers?: A Look at Staff Burnout," Children Today, 10
(Jan/Feb 1981), 2-7.
72Herbert J. Freudenberger, "Burnout: Occupational
Hazard of the Child Care Worker," Child Care Quarterly,
6 (1977), 90-99.
73Martha Mattingly, "Sources of Stress and Burn ... Out
in Professional Child Care Work,n· Child Care Quarterly,
6 (1977), 127-37.
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on "blaming-the-victim."

By implication one is sometimes

led to believe that human services work attracts certain
personality types who are more "vulnerable" to burnout.
The editorial identified other interacting factors which
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lead to burnout, such as 1) conflicting demands, 2) conflicting procedures and policies, 3) ambiguity, 4) work
load, 5) hopelessness of

client~s

tive community attitude.

condition, and 6) nega-

Additionally two factors seem to

be related to all the others:

the inability of workers to

achieve their objectives and their belief that they lack
control over their own activities and the operation of
their workplace.

In conclusion the article affirmed the

importance of workers gaining some mastery and autonomy for
themselves over what happens in their organizations.74
The review of the literature and research on
teacher burnout showed that organizational structure and
administrator style had strong impact on workers and the
work environment.

Social support, a sense of community,

and participation in decision-making seem to alleviate
stressful work conditions.

The next section will focus on

early childhood/day care administration in relation to
organizational structure and emotion well-being of workers.

74"Burnout and Organizational Change,'' Social Work ,
25, 2 (March, 1980), 87.
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Early Childhood Day Care Administration
As mentioned in Chapter 1, much literature on day

~~-~--:- __ _
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care and early childhood administration supported the preceding principles.

Hewes stated that the most essential.

element of a successful early childhood program is the
willingness of each involved person to contribute to the
jj-----~-noper;:~

ti v:e-s~~v:;_t-en:Lunder_which_the_indbz_Lduals_fun_c~t_i_On.._..______

"Members must understand what their schools stand for or
they lack a vital bond which will hold them together."75
According to Hewes, communication is one of the most critical managerial skills because it is important in determining goals, in translating them into terms which are meaningful to others and in coordinating the efforts of all
.members toward mutual objectives.

The operation of an

early childhood center is dependent upon these interactions.76
Just as Kilmer reminded us that the most important
ingredient in successful child care is trust between both
the parent and care-giver so, too, Yawkey and BakawhEvenson emphasized the importance of support systems.

~

~

Pro-

•

grams that emphasize contact between center and home must
operate in a climate of acceptance and trust.77

This

75Dorothy Hewes and Barbara Hartman, Early Childhood Education: A Workbook for Administrators (San
Francisco: Rand E Research Associates, 1979), p. 106.
76rbid. , p. 121.
77Thomas D. Yawkey and Lois Bakawh-::.Evenson, "The
Child Care Professional-Parent-Child. An Emerging Triad,"
Child Care Quarterly, 4 (Fall, 1975), 176.

/

63
important aspect of an early childhood program was underscored by Fein and Clarke-Stewart who reported that both
theoretical and empirical grounds supported the view that
responsive and stable caregiving is needed if specific

.
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attachments to others are to develop.

Interactions that go

beyond good physical care are major factors in this development.78

The authors became even more specific when they

emotional warmth, understanding, sensitivity, responsiveness, flexibility and a willingness to become actively
involved with children.

Furthermore, they suggested that

day care administrators could make it easier for teachers
or care-givers to function effectively by providing wellorganized and suitably equipped physical settings, by
grouping children in smaller numbers and by offering
teachers a personal choice whenever possible.79
Another articulate spokesperson for day care and
early childhood is Provence who joined others in authoring
the book The Challenge of Day Care.

Provence said

We hold three central tenets concerning human
relationships; first, that human relationships
are of crucial importance in the development of
the child; second, that the parent-staff relationships are a major determinant of the effectiveness
of a day care program and third, that the
relationships among staff members create an
atmosphere in which the work is either facilitated
or impeded.

78Greta Fein and Alison Clarke-Stewart, Day Care
in Context (New York: Wiley, 1973), p. 71.
79rbid., p. 242.
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Provence further explained that the leadership of the
program must be able to recognize signs of tension and
8__

b

develop methods for helping staff resolve dissension and
conflict.

>3-------
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A problem-solving approach in which all staff

members are active participants benefits children and
parents they asserted.

Staff morale is improved and staff

members are freed to devote their energies and creativity
to making the experience of children in day care a positive
one.

The professional growth of individual staff members

is enhanced through experience in negotiating diffi.cult but
common tensions.

Finally, individual and shared satisfac-

tion and feelings of self-esteem increase as staff members
experience themselves as significant members of a mutually
supportive group engaged in important work.80
Provence repeated Hewes' point regarding the importance of communication when they said that failure to
recognize and deal with tensions is a major threat to the
success of any group.

Two essential elements are adminis-

trative structure in which lines of authority and
responsibility are not ambiguous and the existence of and
implementation of problem-solving methods.81
speak with such assurance on this topic of

The authors

problem~solving,

communication and staff relationships that one believes
they learned about it through experience and sheer
80sally Provence, et al., The Challenge of Day care
(New Haven: Yale University Press, 1977), pp. 6-8.
Blrbid. , p. 28.
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persistence in

th~

field.

Their book is, in fact, a

description of the program which they directed for many

tccc_

years.

~~---

Finally, Provence stated that sound leadership is

~-
g_~

made up of technical competence, a strong wish to share
learning and develop competence in others and of understanding that every member of an enterprise must be and
feel an important and respected part of it.

The director

who is a good leader involves staff in thinking about
changes, asks for staff thinking before important steps are
taken and invites and encounages suggestions.8 2
The importance of having committed and supported
workers was emphasized in another work by Clarke-Stewart,
Child Care in the Family.

She said that if the people who

work in day care are to feel enthusiasm and satisfaction
with their contribution to the growth of children, which is
undoubtedly necessary for their long-term commitment to the
job and their pleasant behavior to the children, enjoyable
working conditions must be promoted.83
...

In the article entitled "The Organization of Day
Care: Considerations Relating to the Mental Health of Child
and Family," the authors described administrative practices
which would enhance the operation of sound child-rearing
82 Provence, p. 40.
83Alison Clarke-Stewart, Child Care in the Family
(San Francisco: Acomed Press, 197

"
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environment of high quality.

They said that the adminis-

trator should act in ways to support autonomy in decisionmaking.

Also, staff working with children should receive

stimulation and support from their administrators.

The

~~-----

size of a center should be restricted to thirty to sixty
children in order to enhance it as a child-rearing environment.

The developmental criteria which these authors were

tion to all areas of functionii].g, promotion of the child'· s
active choice, encouragement to deal with a variety of
feelings and the enhancement of the quality of engagement
as opposed to passive receiving.84
Neugebauer studied 35 day care centers in terms of
organizational structure and management.

From his research,

he recommended the following criteria for the organiza.tional health of a day care center.
1)

Optimum focus on goals

2)

Soundness of decision-making

3)

Utilization of internal and external resources
~

4)

and

~

Openness to change.

Iii

Neugebauer hypothesized that the quality of care
provided by a center appears to be related to the degree

84Christoph Heinick, et al., "The Organization of
Day Care: Considerations Relating to the Hental Health of
Child and Family," Model Pro rams and their Components
ed. Stevanne Auerbac
New Yor : Human erv~ces Press,
1976), p. 258.
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to which it is effectively managed as an organization.
Generally, he found a low level of organizational planning
in the centers visited.

Through interviews, Neugebauer

:=1-

E~

made the following observations.
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--in all but a few centers staff members have
never sat down together to establish or discuss
their center's curriculum objectives.
--the majority of teachers interviewed could not
state with certainty the curriculum goals of their
programs.
--when new teachers are hired it is not common
t at someone w~LL-aescriDe for them the goals ot
the program.
--as with organizational goals most teachers
believed that the goals of child development are
generally understood by all day care teachers
whether or not they are formally discussed.
--teachers usually believe they perceive their
center's program goals with sufficient clarity to
implement them in their daily programs.85
From this list it becomes clear why Neugebauer recommended

;--~-=
i!"u~

that increased focus on goals be Criterion Number One
(listed above) .
Neugebauer also found a great deal of dissatisfaction among teachers over the authoritarian nature of
_decision-making in their centers.

Two-thirds of the

teachers surveyed expressed a desire for increased partici!

pation in major decision-making.

As is true in industry,

not all workers held this opinion, however.

Finally,

Neugebauer offered the suggestion that the best way to
motivate a day care staff is to structure the center'·s
tasks so that members develop meaningful relations with

85Roger Neugebauer, Organizational Analysis of Day
Gare, U.S. Educational Resources Information Center, ERIC
Document No. ED 157 616, 1975, 37.

~
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their work.

He felt that when staff members are allowed to

participate in a meaningful way they will more fully understand the reasons for and the implications of decisions and
will feel more personally responsible for the successful
implementation of decisions.
supported by his findings.

;:-;:
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Such a conclusion was well
Teachers in high-participation

centers consistently rated their centers far more favorably
-1!-----~th-an-t-e-ach-ers~:tn~l-ow--p-arti-ctpati-on-c-errters-:tn-terrrrs-o£·~------

communication, mutual support and trust, handling of
conflicts, control methods, clarity of objectives,

flexi~

bility and fairness of personnel policies and style of
supervision experienced. 86
This overview of the relevant research and literature on early childhood and day care administration has
affirmed many of the principles of the human relations
school of management and Theory Z.

A specific group of

early childhood/day care programs is comprised of the Child
Development Centers in California.

The final section of

this chapter will briefly describe the history and

organi~
-·

zation of this specific group of programs.

~

Ill
Child Development Centers
in California
Subsidized child care in California began in the
Depression years when the Federal Works Project Administration Nursery School Program provided food for children and

86Neugebauer, p. 57.
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jobs for unemployed teachers.

The beginning of the pro-

grams as they exist today, however, started in 1943 with
the passage of the Lanham Act.

This Act established a

federally-funded child care program for mothers working in

>-i-
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defense industries.

In implementing the Lanham Act in

California, the Legislature initiated a new approach to
child care by placing the administration of a statewide
child care program under the State Department of Education.
Although not specifically called for in the bill, providing
developmental experiences was an underlying principle of
the program.

After the war a child care center program was

continued under state funding.

In 1962 Congress passed

social services amendments to provide supplemental aid to
families with dependent children (AFDC) for families that
needed child care.

In 1965 the Federal Government extended

~=~

~=------
~
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sponsorship of child services programs to those with
emphasis on

~hild

development.

Title I of the Elementary

and Secondary Education Act made money available to finance
compensatory education.

It was at this time that the

centers stopped being called 'bhild care centers" and were

,_--

~

referred to as 'children's centers'or'bhild development

~

centers." In 1972 the California legislature passed the

Ill

Child Development Act which consolidated under the auspices
of the Superintendent of Public Instruction all stateadministered child development programs.
The six major child care and development programs
currently adminis.tered by the State Department of Education
are general child development programs, migrant child

70

development programs, campus child development programs,
school-age parenting and infant development programs and
resource and referral programs.

Families may be found

eligible for child care and development services if:
1.

They receive income through AFDC, Supplemental
Security Income or the State Supplemental
Program.

2.

Their gross family income in relation to family
size meets eligibility requirements by a fee
schedule.

3.

The family was referred by a

legal~

medical or

social service agency because of abuse or
neglect or risk of abuse or neglect.
The family must also be found to need child development services because of one of the following:
1.

Lack of

2.

Search for employment

3.

Vocational employment

4.

Incapacity of parents

5.

Need for protection from abuse or neglect.

emp~oyment

All child care and development programs administered by the Department of Education provide a comprehensive range of developmental experiences for the children
enrolled.

The areas included are:

1.

Education development

2.

Special needs
a.

Instruction for limited-English ....speaking

71
and non-English-speaking children
b.

Multicultural awareness

c.

Care and development for handicapped
children

3.

Health services

4.

Nutrition services

5.

Social services

6.

Parent education

7.

Staff development87
Sunnnary

This chapter .reviewed the relevant research and
literature on the topics of the worker and the work
organization, Theory Z, trust, teacher burnout, early
childhood/day care administration and Child Development
Centers in California.

~
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Interrelationships between·the

various topics were addressed.

It was apparent that the

human relations school of management has a great deal to
say to the administrators of early childhood and day care
programs.

Specifically, Theory Z appeared to contain areas

which were especially applicable to the field being
studied.

The importance of a philosophical statement, the

importance of holistic concern, the importance of consen-.
sual decision-making and teamwork and high involvement are

87california State Department of Education, Office
of Child Development, Publicly Subsidized Child Care and
Development Programs in California, 1981.

~
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all deeply embedded in both Theory Z and early childhood/
day care administration.

Furthermore, trust was mentioned

by the early childhood/day care practitioners as a quality

~

;==-~=

of great importance for persons who interact so intensely
in their work with staff, parents and families.

:__: -------

It was

helpful to note that trust was also a highly valued
characteristic in the Theory Z literature.
-Jl------------jThe~l-i-t-e~a-t-u~e-a-n-d~~e-s-e-a-~e-h-en~t-e-a-e-he-r-b-u~nett-t~-----~

showed that there are organizational components which
impact on teacher burnout.

Social support in the work set-

ting is a specific activity which related to the amount of
stress and burnout workers experienced.
The next chapter will describe the research
methodology used in exploring the relationships between
Theory Z, trust and teacher burnout in Center Supervisors
and teachers in Child Development Centers in California.

Chapter 3

s ---
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METHODOLOGY AND PROCEDURES
The purpose of this study as stated in Chapter 1
was to investigate the relationships between organizational
characteristics as defined by Theory Z, administrator trust
and teacher burnout in public Child Development Centers in
California.
In an attempt to facilitate the collection of data
the Maslach Burnout Inventory (MBI) and a Self ... Report Trust
Scale were used.

Additionally, a questionnaire was

developed related to Theory Z organizational characteristics.

The four-part questionnaire (Demographics, Theory Z,

Trust, Burnout) was sent to one Child Development Center
Supervisor in a Child Development Center randomly selected
from each Agency in the State of California.

The MBI was

sent to the regular teachers at the same Center.

This
--

chapter will discuss the rationale for the choice of in-

~

struments, the procedure for the creation of the Z organi-

IIi

zational characteristic questionnaire (Part B) and the
research design for the study.
The Instruments
The MBI was chosen for this study because it
measures burnout among human services workers.
73

In fact,

74

Maslach specifically used day care workers as part of the
population used to develop the instrument.l
The Maslach Burnout Inventory
The MBI is designed to assess three aspects of the
burnout syndrome:

Emotional Exhaustion, Depersonalization

and the Lack of Personal Accomplishment.
measured by a separate subscale.

Each aspect is

The Emotional Exhaustion

subscale assesses feelings of being emotionally
extended and exhausted by one,, s work.

over~

The Depersonali--

zation subscale measures an unfeeling and impersonal
response toward recipients of one's service, eare,
treatment or instruction.

The Personal Accomplishment

subscale assess·es feelings of competence and successful
achievement in one's work with people.
two dimensions:

Each subscale has

frequency (how often people have these

feelings) and intensity (the strength of these feelings).
Burnout is conceptualized as a continuous variable, ranging
from low to moderate to high degrees of experienced
feeling.

It is not viewed as a dichotomous variable which

§

EuO

is either present or absent.

A high degree of burnout is

reflected in high scores on the Emotional Exhaustion and
Depersonalization subscales and in low scores on the
Personal Accomplishment subscale.

A moderate degree of

burnout is reflected in moderate scores on the three

lMaslach and Pines.
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subscales.

A low degree of burnout is reflected in low

scores on the Emotional Exhaustion and Depersonalization
~--

subscales and in high scores on the Personal Accomplishment

6 -::___---=--~
~~

~

subscale.
dent:

Thus, six scores are computed for each respon-

§=

~=----

Emotional Exhaustion-Frequency, Emotional Exhaustion-

Intensity, Depersonalization ... Frequency, Depersonalization.,.
Intensity, Personal Accomplishment-Frequency, Personal
Accomplishment-Intensity.
In developing the MBI the interview and questionnaire data collected by the authors during earlier
exploratory research were valuable sources for ideas about
the attitudes and feelings that characterize burned-out
workers.

In addition numerous·established scales were

reviewed for useful content material, although no items were
borrowed outright.
Items are written in the form of statements about
personal feelings or attitudes.

The general term "recip-

ients" is used in the items to refer to the particular
people for whom the subject provides service, care or

!

~

treatment.
A preliminary form of the MBI which consisted of
47 items in this two-scale format was administered to a
sample of 605 people from a variety of health and service
occupations.

The data from this first sample were

subjected to a factor analysis using principal factoring
with iteration and an orthogonal (varimax) rotation.

Ten

factors accounted for over three-fourths of the variance.

•
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A set of selection criteria was then applied to the items,
yielding a reduction in the number of items from 47 to 25.
Items were retained that met all of the following criteria:

!:~c=
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a factor loading greater than .40 on only one of the
factors, a large range of subject responses, a relatively
low percentage of subjects checking the ·"never" response,
and a high item-total correlation.
To obtain confirmatory data for the pattern of
factors the 25 item form was administered to a new sample
of 420 people.

The results of the factor analysis on this

second set of data were very similar to those of the first,
so the two samples were combined (n=l205) for the factor
analysis reported below.
The factor analysis of the 25 items based on the
combined samples (p=l025) and using principal factoring
with iteration plus an orthagonal rotation yielded a
4-factor solution.

Three of these factors had eigenvalues

greater than unity and are considered subscales of the MBI
(Emotional Exhaustion, Depersonalization and Personal

~

Accomplishment).
Internal consistency was estimated by Cronbach's
coefficient alpha (n=l316 for frequency, n=l789 for intensity).

The reliability coefficients for the subscales were

the following:

~

.90 (frequency) and .87 (intensity) for

Emotional Exhaustion, .79 (frequency) and .76 (intensity)
for Depersonalization, and .71 (frequency) and .73
(intensity) for Personal Accomplishment.

The standard

•
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error of measurement for each subscale is as follows;

3.80

(frequency) and 4.99 (intensity) for Emotional Exhaustion,
3.16 (frequency) and 3.96 (intensity) for Depersonaliza·
tion, and 3.73 (frequency) and 3.99 (intensity) for
Personal Accomplishment.
Data for test ...-retest reliability of the MBI were
obtained from a sample of graduate students in social wel•
fare and administrators in a health agency (n-53).

The two

test sessions were separated by an interval of 2 . . 4 weeks.
The test-retest reliability coefficients for the subscales
were the following:

.82 (frequency) and .53 (intensity)

for Emotional Exhaustion, .60 (frequency) and .69

(inten~

sity) for Depersonalization and .80 (frequency) and .68
(intensity) for Personal Accomplishment.

Although these

coefficients range from low to moderately high all are
significant beyond the .001 level.
Convergent validity was demonstrated in several
ways.

First, an individual's MBI scores were correlated

with behavioral ratings made independently by a person who
knew the individual well, such as a spouse or coworker.
Second, MBI scores were correlated with the presence of
certain job characteristics that were expected to contribute to experienced burnout.

Third, MBI scores were corre-

lated with measures of various outcomes that had been
hypothesized to be related to burnout.

All three sets of

correlations provided substantial evidence for the validity
of the MBI.

78
Further evidence of the validity of the HBI was
obtained by distinguishing it from measures of other
psychological constructs that might be presumed to be

~-__
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confounded with burnout.

---

A comparison of subjects' scores

on the MBI and on a measure of general job satisfac.,..
tion provide-s support for the reasoning that burnout is
not a synonym for job dissatisfaction.
It might also be argued that scores on the MBI are
subject to distortion by a social desirability response set
because many of the items describe feelings that are contrary to professional ideals.

To test this idea 40

graduate students in social welfare were asked to complete
both the MBI and the Crowne-Marlowe Social Desirability
Scale (SD).

If reported burnout is not influenced by a

social desirability response set, then the scores on the MBI
and SD scale should be uncorrelated.

The results supported

this hypothesis:

None of the MBI subscales were signifi·
cantly correlated with the SD Scale at the .05 level. 2
The Self-Report Trust Scale3

~

~
-
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The Self-Report Trust Scale developed by Macdonald,
Kessel and Fuller is a revision of Rotterts Interpersonal
Trust Scale.

It was chosen for this study because it

2christina Maslach and Susan Jackson, Manual for
the Maslach Burnout Inventor~ (Palo Alto, Cal.: Consultant
Psychologists Press, Inc., 1 81), pp. S-9.
3A. P. Macdonald Jr. and Vicki S. Kessel, et al.,
"Self-Disclosure and Two Kinds of Trust,u Psychological
Reports, 30 (1972), pp. 143-48.
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offers ten items as compared to Rotter,. s 25 items.

Because

the trust scale is one part of a four-part questionnaire,
the shorter version was preferred.

The

Scale is a ten-item,Likert-type scale.

Self~Report

Rotter's

Trust

socio~

~=

metric and self-ratings of trust served as stimuli for the
generation of the items.

Sixty-three subjects were pro-

vided with four response options for each item (strongly
agree, agree, disagree, strongly disagree.)

As a control

for response bias, the response options were reversed for
one-half of the items.

As an additional control one-half

of the items were worded in the direction of high trust and
one-half in the direction of low trust.

The reliability

(internal consistency) of the instrument was computed at
.84 (Cronbach's alpha coefficient) by the test authors.
Correlations between the items and the total test score
ranged from . 42 to . 80.

In line with Rotter': s f.indings

regarding the interrelationship between

self~reported

trust

and trust the Self-Report Trust Scale correlated with the
Rotter Interpersonal Trust Scale (total sample

~=.56,
~

£

<

.01).

Thus the Self-Report Trust Scale may be seen to

be a measure of trust and trustworthiness.
Development of the Questionnaire
(Part B)
Through study of the literature on the worker-work
organization relationship and through application of Theory
Z concepts, the researcher designed a questionnaire
sisting of 28 items related to Z organizational

con~
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characteristics.

At least three items related to each of

the eight Z characteristics.

The questionnaire was sent to
,__,. __ _

a panel of experts for content validity.

After incorpora-

!-~~~
~

tion of the panel's suggestions, the questionnaire was

~=
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mailed to 25 Center Supervisors across the State of
California.

Previously a telephone call to the Agency

Directors had explained the necessity for this step and
appreciation for their cooperation.

When

twenty~one

questionnaires were re.turned, a computer analysis was done
for split-half reliability.

Inter-item correlation existed

which implied "item reliability" (.30-.60).

Although the 28

items appeared to logically relate to Z characteristics, the
groupings failed to demonstrate intra-characteristic item
correlation.

~--

:~:;

Next, the data were submitted as separate

items and factor analysis procedures determined four operational factors.

These obtained factors were named as Z

organizational factors because objectively they did relate
to Z characteristics.

The panel of experts unanimously

agreed with the naming of the factors as follows:

Factor
~~

!-Involvement, Factor !!-Consensual Decision-Making,
Factor III-Holistic Concern, and Factor IV-Awareness of
and Routine Use of a Philosophical Statement.
The Population and the Sample
The population for this study consisted of Child
Development Center Supervisors and teachers from public
Child Development Centers in California.

The districts in

-

~
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which the Centers are located range from rural to suburban
and urban.

The Centers range from very small to very large.

The sample studied consisted of the Center Supervisors and
teachers from one randomly selected Child Development Center
from each Agency in the State of California.
Data Gathering Procedures
The investigator contacted the Director of each of
the 108 public Child Development Agencies in the State of
California by telephone.

Either the Director or someone

in his/her office was contacted.
for gathering data were explained.

The study and procedures
Also the accuracy of

names and addresses of Centers being used were checked.
The number of teachers on the staff at the selected Center
was also determined at this time.

Next, a packet (see

Appendices C, D, and E) was mailed to the Directors consisting of a letter of introduction and instruction regarding
procedures, a description of the study and its purposes, a
letter of support from the California Child Development
Administrators Association, one Center Supervisor Questionnaire, the specified number of teacher questionnaires in
white envelopes, and a large stamped and addressed return
manila envelope.
The Director was asked to review the material and
then send it on to the Center Supervisor at the selected
Center.

The Center Supervisor was asked to fill in the

questionnaire provided for Center Supervisors and to give

..
~

~
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the teacher questionnaires to the teachers.

The teachers

were instructed to seal their questionnaires in the white
envelopes when completed and return them to their Supervisor.

The Center Supervisor then was to put all the

~=-----=
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teacher questionnaires (sealed) along with his/her own
questionnaire in the large return envelope provided and
mail it to the researcher.

If a summary of the findings

wa-s--des-:i:rexf-,-th-e-Bi-re-ct-or-wa-s-t-o-pu-t-t-h-a-t--r-eq-u-es-e-i-n-c-he,------

large return envelope.

Every participant who answered a

questionnaire received a twenty cent "Love" stamp from
the U. S. Post Office as a token of appreciation for participating in the study.

The questionnaires were all

mailed by July 28, 1982.

After August 20, 1982 follow-up

letters and telephone calls were made.

When the data were

ohtained, they were tabulated by means of electronic data
processing.
Hypotheses and Data Analysis
Several tests were used to analyze the data in this
study.

Pearson Product-Moment Correlation was used to

determine the relationships between administrator trust and
burnout (Hypothesis One).

Through_ a multiple. regression

analysis, a multiple correlation coefficient was obtained
to examine the predictability of teacher burnout from Z
factors and trust.

In addition Beta weights were derived

to show which variables combined to contribute to the most
successful prediction of burnout at the .05 level of

~
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confidence (Hypotheses Two and Three).
variables were Z factors and trust.
was burnout.

~e

independent

The dependent variable

One way ANOVA procedures determined the

relationships between demographic variables of

size~

loca-

~--

tion, quality of staff and burnout.
Summary
In order to measure the relationships between
Z organizational characteristics, administrator trust and
teacher burnout, appropriate instruments had to be chosen
or created.

The Maslach Burnout Inventory was selected as

a measurement of burnout and the McDonald Self-Report Trust
Scale was used for a measurement of trust.

Four factors

~
~
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related to Z organizational characteristics were obtained
through factor analysis procedures on a 28-item Z questionnaire.

The four factors were named Involvement, Consensual

Decision-Making, Holistic Concern and routine use of a
Philosophical Statement.

Multiple regression with Beta

weights determined which variables contributed most heavily

(-

to the prediction of burnout.

~

In the next chapter the data

collected are presented and analyzed.

•

Chapter 4

~

~
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PRESENTATION AND ANALYSIS OF THE DATA
The results of this investigation of the relationships between administrator trust, organizational charac-

The collected data and the analysis of these data are
presented.

The first section presents the factor analysis

procedures used to determine the Z factors.

Second, the

relationship between teacher burnout and administrator
trust is discussed (Hypothesis One).

Third, the relation-

ships between Z organizational factors and teacher burnout
are discussed (Hypothesis Two).

Four, the relationships

between Z factors, administrator trust and teacher burnout
are discussed (Hypothesis Three).

The final section

discusses the relationships between the demographics of
Center size, Center location, and quality of staff wieh

~

-

teacher burnout (Hypothesis Four).

~

Item Correlation and Factor Analysis
of the Z Questionnaire
For the item correlation of the Z questionnaire,
Pearson Product-Moment Correlations correlated each item
with every other item.

A factor analysis procedure was

used to cluster the items of the Z questionnaire.

Items

were ·chosen for each factor which ranged from . 30 to . 70.
84
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No item was used for one factor if it appeared on another
fac~or

greater than .40.

If the item related statistically

and logically to the grouping, it was retained.

Thus four

factors were sent to the panel of experts and named.

Table

~-~-~~ci- ---

::_ -=[ L_ _

1 shows the factors identified by Varimax Rotation with
Orthagonal Matrix and the items loading on each factor.
Table 1
Factors Identified by Varimax Rotation with Orthagonal
Hatrix with the Items Loading on Each Factor
Factor I
Item

Involvement

Factor II
Holistic
Concern

Factor III
DecisionMaking

Factor IV
Philosophy
.40

1

..
~

l~i=

. 5'7

.57
.61

.59

26
27
28

.44

. 57

,55

Items 1-28 are found in the Appendices, Part B of Questionnaire.
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For Factor I, Involvement, questionnaire items 6,

,~-

10, 18, 19. 24, and 27 were included (see appendices).
These items related to the willingness of staff and Center

~=

supervisors to work extra hours to get a job done and

Q __
,;:::; ________ _

amount of time spent in social situations during and after
work hours.
Factor II, Holistic Concern, included items 20, 23,
and 26.

These items were highly personal in nature and

attempted to assess degree of personal contact and

inter~

personal concern.
Factor III, Consensual
items 2, 3, 4, 8, 17, and 28.

Decision~Making,

included

These items asked for

responses regarding shared leadership,

decision~making

practices and indications of teamwork.
Factor IV, Philosophy, included items 1, 14, and
15. · The items attempted to gain information ab.out routine
and daily use of a philosophical position.

They asked if

a philosophical statement existed or could be created if
asked.

Also willingness to discuss controversial issues

was measured by this factor.
Through these procedures of factor analysis,
eighteen of the twenty-eight questionnaire items were
grouped into four Z factors of Involvement, Holistic
Concern, Consensual Decision-Making and Philosophy.

The

remaining items did not yield correlations statistically
significant enough to be included in one of the factors or
they were not logically related to one of the factors.

~--=----
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instance, the items which were related to longevity were
not statistically significant.

Similarly, those items

;::;_

which attempted to address slow evaluation and moderately
specialized

car~er

correlations.

~ -~----
~==-=--

paths did not yield significant

The factor analysis procedure provided for

the grouping of questionnaire items so that they could then
be used in the investigation of the relationships of the
four Z factors, trust, and teacher burnout.
Administrator Trust and Burnout
The next phase of this investigation sought to.
clarify the relationship between administrator trust and

~

teacher burnout.

The results of this research were based

on the total sample of 72 Child Development Center Supervisors and 294 Center teachers in California.*

The

teachers who were located at one Center were grouped with
that Center statistically through aggregate procedures by
the computer.
Hypothesis One
There is no relationship between administrator
trust and teacher burnout.
To test this hypothesis, the Pearson Product-Moment
Correlation Co.efficient between scores received on the

*A 70 percent response was achieved.

::~:

~----=--
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McDonald Self-Report Trust Scale and the Maslach Burnout
Inventory (MBI) was derived and tested for significance.
For an N of 72 a correlation of r

= .24 or more is needed

for statistical significance at the .05 level.l

;! __

~-----:
s§-------

Table 2

shows the correlation coefficients for trust and two
assessments of burnout, neither of which was significant.
Thus, Hypothesis One was retained.
Table 2
Pearson Product-Moment Correlations for the MBI
(Frequency and Intensity) and Trust
Variable
Trust

Teacher Frequency
r =

.01

Teacher Intensity
r

= .06

Z Factors and Burnout
The next phase of the study investigated the
relationship between the four Z factors and teacher burnout.

Through factor analysis procedures the factors

related to Z organizational characteristics were derived.
These factors were named by the researcher and a panel of
experts.

The named factors were Involvement, Decision-

Making, Holistic Concern, and Awareness of and Routine Use
of a Philosophical Statement.

lGeorge Ferguson, Statistical Analysis in Psychology and Education (New York: McGraw-Hill, 1981), p. 523.

~~

~

~

~
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Hypothesis Two
There is no relationship between teacher burnout
and the Z factors of: a) Involvement, b) Decision-Making,
c) Holistic Concern, and d) Philosophy.
To test this hypothesis the Pearson Product-Moment
Correlation coefficient between scores received on the Z
questionnaire and the MBI was derived and tested for significance.

For an N of 72 a correlation of r = .24 or more

is needed for statistical significance at the .05 level.
Table 3 shows the correlation coefficients for Z factors
and teacher burnout as measured by Involvement, DecisionMaking, Holistic Concern, and Philosophy.
Table 3
Pearson Product-Moment Correlation Coefficients for
Z Factors of Involvement, Decision-Making, Holistic
Concern, Philosophy and Teacher Burnout (Frequency
and Intensity)
Teacher Frequency
Invo 1vem·en t
Decision-Making
Holistic Concern
Philosophy

r =

r
r

Teacher Intens.±ty

-.15

= .24*
= .20

r =

.10

r
r
r
r

= -.31*

= .25*
= .20
= .07

From Table 3, it is apparent that involvement is
statistically significant in terms of teacher intensity in
a negative direction.

This suggests that the higher the

involvement the lower the burnout in intensity.

=
~

-
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, Decision-Making relates to both teacher frequency and
intensity significantly, although moderately, in the
positive direction.

The other factors do not significantly

relate to teacher burnout.

Thus, Hypothesis Two is

~

§ ___ -

~~~==
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rejected for a) Involvement and b) Decision ... Making and
retained for c) Holistic Concern and d) Philosophy.
Administrator Trust, Z Factors
and Burnout
To gain further clarification regarding the data
collected the relationships between administrator trust,
Z factors and· teacher burnout were sought.

The McDonald

Self-Report Trust Scale derived trust scores for administrators.

The Z questionnaire gave Z factor scores and the

~
ti;~

_--------:::-

.MBI gave burnout scores in terms of frequency and intensitY:·
Hypothesis Three
There is no multiple correlation between administrator trust, Z factors and teacher burnout.
To test this hypothesis, teacher burnout (frequency
and intensity) was used as the criterion variable for the
calculation of the multiple correlation with trust and Z
factors as predictors.

Table 4 shows the multiple regres-

sion analysis for teacher burnout (frequency) with Z
factors.

Since measurements for trust had shown no signif-

icant correlations with teacher burnout for both intensity
and frequency, it was not included for further

~ ~

.

~
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investigation.
(£ <

.01).

The obtained R = .39 was significant

R2 of .15 indicates that 15% of the variance in

teacher burnout (frequency) was accounted for by the
variance in combined Z factors of Involvement, DecisionMaking and Holistic Conern.

~--------

u ----

The null hypothesis was

rejected.
Table 4
Multiple Regression Analysis Teacher
Burnout (Frequency) with Z Factors
Beta

Pearson r
Decision-Making
Involvement
Holistic Concern
R

Multiple R

E.

.24

.15

.24

.04

-.15

-.28

.30

.03

.20

.19

ii:----o;-~_

.01

.38

:::-----~~
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= .39*

*E.< .01
Table 5 shows the multiple regression analysis for
teacher burnout (intensity) with Z factors.
R

=

.52 is significant (£

<

.01).

The obtained

R2 of .27 indicates that

27% of the variance in teacher. burnout (intensity) was
accounted for by the variance in the combined Z factors of
Involvement, Decision-Making, and Holistic Concern.
null hypothesis was rejected.

The

However, the magnitude of

the relationship is only moderate and, therefore, not
satisfactory for predictive purposes.

The results indicate

that the correlations occurred. due to something more than

-~
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chance and, thus, contribute additional support for the
understanding of the burnout syndrome.
;:::;------
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Table 5
Multiple Regression Analysis Teacher Burnout
(Intensity) with Z Factors
Pearson r

Beta

E.

Multiple R

-.31

-.45

.31

.006

Holistic Concern

.20

.26

.·44

.000

Decision-Making

.25

.21

.51

.000

Involvement

R = .52*

·*E.

<

• 01

Demographic Variables and Teacher Burnout
The next section of this research investigated the
relationships between demographic variables of size, location, supervisor interaction time and quality of staff with
teacher burnout.

Data relating to supervisor interaction

time were deemed unusable because the categories of
responses were confusing to the participants.

Frequent

write-in answers indicated periods of time that were not
covered by this item.

Thus, that variable was not

addressed.
Hypothesis Four
There is no relationship between teacher burnout
and the demographic variables of a) Center size, b) Center

~

~
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location, and c) quality :of staff.
Table 6 presents one-way analysis of variance of
the demographic variables and teacher burnout (frequency).

~-----
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Table 6
One-Way Analysis of Variance of Size, Location,
Quality of Staff and Teacher Burnout (Frequency)

-

,

.

oenrogra:p-n~

Variable

F

E.

Size

1. 48

.20

Location

1. 03

.37

Quality of Staff

1. 27

.27
~

Table 7 presents one-way analysis of variance of the demographic variables and teacher burnout (intensity).
Table 7
One-Way Analysis of Variance of Size, Location,
Quality of Staff and Teacher Burnout (Intensity)

These data indicate that there are no significant
relationships at the .OS level between the demographic
variables of size, location of Center, and quality of staff

:.~~

·----
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with teacher burnout as measured in intensity and frequency.

Thus, Hypothesis Four was retained for a) Center
::::;----

size, b) Center location, and c) Quality of Staff,

~

~=-~=
~-
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Summary
The results of each of the hypotheses were given.
,Hypothesis One was retained.

Hypothesis Two was rejected

for a) Involvement and b) Decision-Making and retained for
c) Holistic Concern and d) Philosophy.

Hypothesis Three

was rejected and Hypothesis Four was retained.

Thus, there

were signi.ficant inter-correlations between Z factors of
Involvement and Decision-Making and teacher burnout and a
significant multiple correlation between Z factors and
teacher burnout was found.

No significant correlations

between demographic variables of Center size, Center
location and quality of staff were found with teacher burnout.

The correlations which were significant were of low

to moderate magnitude.
research is given.

In Chapter 5 a summary of the

Conclusions are drawn and recommenda-

tions are made for further research.

E- ::
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Chapter 5
SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS
This study was conducted to determine the relationships between administrator trust, organizational characf---------'--eris_tic~L,~anLteacher~b_urno_ut_among~ChiLd_ne)Lel_o_pmen_t,

________

Center organizations, Center supervisors and Center
teachers in 72 Child Development Centers in California.
The study involved 72 supervisors and 294 teachers.

A

summary of the study will be presented in the first section
of this chapter.

In the second section, the statistical

analysis of the data will be discussed and conclusions will
be drawn.

L:=
g:::-..:..:..... --

In the third section recommendations for further

research and study will be offered.
Sunnnary
It appears that there are some moderate relationships between Z organizational factors and teacher burnout
among the 72 California Child Development Center supervisors and 294 Center teachers studied in this investigation.
Evidence was presented which demonstrated that this
relationship is part of an historically
strand in educational administration.

well~documented

The worker and the

work organization have a dynamic interactional relationship.
Emotional well-being of workers and job satisfaction

~

-

~
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frequently have been discussed in the literature of educatiorlal administration and organizational theory,l,2

Day

Care and early childhood education programs represent one
group of workers and administrators who may or may not demonstrate this dynamic interactional relationship.

5_:--_--:::_
§--R--·--

The

industrial settings which Ouchi studied were vastly different from early childhood/day care settings.

This difference

provides possible explanation for variances in statistical
results between this research and Ouchi's Theory Z studies.
Information about positive, effective administrative practices in day care administration is needed because of the
dearth of knowledge in this field.3
Findings and Conclusions
--:

~-----

The data presented indicated a moderate but statis-

i:==='=--~==-::

g- --~-

tically significant relationship between certain Z factors
and teacher burnout.

--

-~~

-

Because the correlation was moderate,

it is not advisable to use the data for prediction but the
information may be useful for understanding the complexities
of burnout.
The highest correlation existed between Consensual
Decision-Making and teacher burnout.
Making was one of the Z factors.

Consensual Decision-

Data indicated that high

Consensual Decision-Making correlated with high burnout in
lRitzer.
2Thomas J. Sergiovanni and Fred Carver, The New
School Executive (New York: Harper & Row, 1980).
3Fish.

•
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both intensity and frequency in teachers.
that high Consensual
low teacher burnout.

Decision~Making

It was expected

'tv.ould correlate with

Theory Z assumes that high

participa~

L:

tory administrative practices lead to emotional well-being

:-~ ~-

among workers.4

5_- ~--__:__-

~-------

The opposite result in the sample studied

can be explained in several ways.
Is the concept of Consensual
clearly understood?
one?

Decision~Making

Does it mean the same thing to every-

The Literature indicates that often what--is called----------

participatory management masks as authoritarian administration.

A highly frustrating experience occurs when workers

are asked to participate and, then, their input seems to
make no difference.

Stress research indicates that this

sy~drome results in high burnout.S

It is quite possible

that what Ouchi describes in Theory Z as consensual decisionmaking is much harder to achieve than expected.

It is a

sophisticated concept that takes considerable practice and
dedication.

Supervisors, in this study, who responded in

ways to indicate that they were practicing Consensual
Decision-Making may not be practicing what Ouchi is describing.

It is also possible that Consensual Decision-Making

may be tapping the areas of role conflict and role ambiguity
in educational circles.

Consensual Decision-Making dimin-

ishes the clear definition of the roles of teacher and
administrator.

This may put some teachers in conflict

resulting in frustration and measurable burnout.

As the

literature shows, not everyone wants participation to the

4ouchi, Theory Z.

5McLean.

F
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same degree.6

The ideal is to have a flexible managerial

style which will provide the options.
Another possibility is that what some

administra~

tors might think is consensual is, actually, a laissezfaire approach to administration.

If this is the case,

frustration and burnout may occur in workers.

Thus, what

was being measured as a Z factor in this study could have

cratic administration practice.

Also, the range of issues

which managers address are not all equally appropriate for
Consensual Decision-Making.

If an administrator overuses

Consensual Decision-Making or uses it inappropriately,
frustration and burnout could result.

-

t=--=-~

These pitfalls of Consensual Decision-Making--

il=~""
::: __ - _ -

~~"

1) manipulation or masked authoritarianism, 2) poor indi-

---

.

~

vidual fit, 3) role conflict or role ambiguity, 4) a range
of issues and 5) laissez-faire administration--add clarification to the understanding of the complexities involved in
using Consensual Decision-Making in administration.
What Ouchi described as consensual

decision~making

was related to his concept of clan hierarchy as compared to
bureaucratic hierarchy.

The bedrock of a clan hierarchy is

agreement on a common set of values and beliefs about how
to achieve them.

This important Z characteristic is

described further when the factor, Philosophical Position,

6von Harrison, loc. cit.
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is being

addres~ed.

It is also conceivable to conclude that the researcher's assumption that burnout correlates negatively with emotional well-being is not valid.

Perhaps different results

=--==~-

~-~--- -~
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would have occurred if emotional well ... being had been used as

.---

a dependent variable.
The correlation between the factor named Involve-

and was significant.

Consistent with Theory Z, this result

suggests that involvement with tasks and with people does
not correlate with high burnout in teachers.

It appears

that teachers like to do what they are hired to do.

It

also suggests that working hard is not what causes burnout.
This finding supports the research of Whitebrook which
revealed that the interactions with children is what
teachers most like about their jobs. 7 The significant
correlation between involvement and low burnout seems to
suggest the importance of social support in the work
setting.

Several of the items of this factor related to

participating in social situations as well as in teaching
activities.

The social support literature is emphatic in

its claim that stress can be buffered by social support in
the work setting.8

This relationship is also emphasized by

Ouchi as he describes the work setting as a place for
primary relationships for some workers.9

7tfui tebrook.

SHouse.

9ouchi and Jaeger.

•

~
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The factor, Holistic Concern, related to high burnout moderately and not in the expected direction according
to Theory Z.

The holistic items were highly personal ones
g - .

relating to

persona~

problems, close friends and personal

involvement with children.

~

':~~--:~

Perhaps the explanation for

this factor relating to high burnout in the population
studied reflects the frustration and hopelessness that some

Experience and theory indicate that having and
using a philosophical position relates highly to the
successful operation of a work organization and, probably,
to burnout in a'negative direction.

Ouchi considered this

variable to be of utmost importance in a Theory Z organization.lO

However, the data of this study failed to con-

firm this position.

There is some question on the validity

of the items included in Factor

~V,

Philosophy.

For

instance, the information obtained reflected only the
existence of a philosophical position rather than the
routine and daily use of such a position.

This aspect of

the research study needs to be explored further.
Similarly, Administrator Trust did not appear to
be related to burnout significantly according to the
obtained data.

Perhaps the need for respondents to say

what was desired confounded these results.

Early childhood

lOLetter from Dr. William Ouchi, University of
California, Los Angeles, May, 1982.

~
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workers characteristically are most willing to please
others.

The administration of the Social Desirability Scale

might offer more clarification in this area.

Perhaps a

different trust measurement instrument which used items more
closely related to work would have achieved more significant
results.

Again, logic and experience say that administrator

trust is a most important variable in organizations.
~~--~~-----'i-n-g--t-s--Ous-h-i-,-; t---is_the__mo_s_t~important

Accord-

aspect of a Z

organization.ll
It is very possible that there is a correlation
between having a philosophical statement and teacher burnout
but it did not appear due to the weaknesses in the items.
If this is so, there may be a relationship between high consensual decision-making and

high burnout because of the

lack of a philosophical position.

It is logical to assume

that in those settings where a philosophical position is
clear that consensual decision-making would be more successful and, thence, result in less burnout.
It is important to note that the kind of consensual
=----

---

decision-making being discussed is related to the concept of
a clan hierarchy and having a common set of goals and
values.

It is not laissez-faire nor masked authoritarian

administration.
The instrument used in this study for the Z factors
appeared to be reasonably adequate but for future use some
11ouchi, Theory Z.

--

102
modification of it would make it even more. useful,

Modifi-

cation or deletion of the least correlated items could ad.d
strength to the instrument.

Furthermore, the rearrangement

of some items and possibly the elimination of some others

~-- ___

-

;::;_-_-:

would provide a more concise and more highly correlated
instrument.
Recommendations
Careful review of the data obtained revealed that
there are some Child Development Centers which reported
high scores on all four Z factors and low scores in teacher
burnout.

It would be most valuable for case studies to be

made of Child Development Centers with high and low Z
scores and with high and low burnout scores.

~
__

~
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Further research should be done using subcategories
of the HBI.

Maslach divided burnout into categories of

depersonalization, emotional exhaustion and personal
accomplishment.

More information about which type of burn-

out relates to the Z factors would add valuable clarifica- ----.-------

~

tion.

Also, further research to clarify the relationships

between Philosophy, Trust and burnout is needed.
Finally, data gathered regarding supervisor burnout
could be correlated with the Z factors.

Also comparisons

could be made about supervisor and teacher burnout including similarities and differences in the subcategories.
Through theoretical review and statistical results,
the findings of this study suggest that Child Development

.
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Center Supervisors need to value the social support aspects
of their role and among workers in their Centers.

They

need to conscientiously define and use a philosophical
position in the daily operation of their Centers.

~~

~~~-~=

Also,

~

~==--==
___::_
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they need to practice top-down trust in their organizations.
Consensual decision-making needs to be studied in depth and
I

developed flexibly for optimum utilization.

Replication of

j--- -::t::-:.::i:::~::f::~:fw:::r;r:v::e
educational administration.
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CALIFORNIA STATE UNIVERSITY
Fresno, California

~

FRESNO

93740

School of Education and Human Development
Department of Teacher Education
(209) 294-2316
Dear Center Supervisor,
Please answer this questionnaire as candidly and
as possible. All data are confidential and anonymous. A-It-er-you-have-comp_LeJ:~e_d_your
Questionnaire please give the Teacher Questionn~a~i~r~e~s~-------
to your regular teachers.
I have enclosed the
Teacher Questionnaires in white envelopes. When the
teachers have completed their Questionnaires they
should seal them in the white envelopes and give them
to you. Please mail the Teacher Questionnaires along
with your Questionnaire to me in the large stamped
envelope provided. Hopefully, you will do this as
soon as possible. Please assist the teachers in
following the directions for their Questionnaire if
necessary but assure them of confidentiality and
anonymity.

----------~cons~ientiously

(
i

_J

I appreciate the time and effort you are giving
to facilitate this research. My goal is to develop
a more sophisticated model for Day Care Administration
which will reflect the information about organizational structure, administrator style and teacher
well-being which you have provided. The "Love" stamps
are a token of my gratitude for each one of you who
has participated in the study.
Thank you for your cooperation and speedy return
of the questionnaires. Please call me or your
Director if you have any questions.
Sincerely,
Doris 0. Smith
P. 0. Box 25
Camp Nelson, Ca. 93208
(209) 542-2533 (call collect)

"

:::;----
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QUESTIONNAIRE. FOR ·cENTER SUPERVISORS
Part A
Please mark appropriate space for each item.
1. How many children: attend your Ceriter?

Fewer than
20

21-40

41-60

61 .... 80

~----

81-100

Over
100

,;_

____-_~-----c-=

a~

~----~-

2. Please describe the community from which the majority
of y.o·ur children come . ·

Rural
3. Please think about a recent typical work day and describe
how your time was spent.

%with
children

% with
parents

% outside
facility

% with
administrators

% with
non-people tasks

%in
facility

4. How would you describe your present staff?
Outstanding·_____Good____~Fair _____Poor _____
-

-------

o=:= --------

5. How long has your Center been in operation?
0-5 years

6-10 years

11-15 years

more than 15 years

6. How long have you been Center Supervisor at this site?
Less than
one year

1-5 years

6-10 years

11-15 years

Hore than
15 years

7. Were you a teacher at this Center before being a
Supervisor?
Yes

No

---

8. Were you a teacher at another Center before being a
Supervisor?

Yes

---

No

----

.--

'= = =
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Part B
Please mark appropriate space as follows:
A. Strongly Agree_._B. Agree · C. Disagree · D. Strongly
--Disagre·e_
1. In my work setting I enjoy discussing controversial
issues with people whose opinions differ from mine.
A ...

B..

C.

--:::::;

~--

B. . C

---

--~~

D

---

3--:-=As-Sup-erv±ser~I-fe-e-Ldiff_icult

to solve alone.

A

B.

C.

decisions are my problem

D ..

---

4. When disagreement arises in a group the leader should
take a firm stand.
A.

B..

C

D ..

---

5. I use mostly a formal evaluation system for teacher
evaluation.
A

B.

C.

D

---

6. My day to day contacts with teachers give me adequate
information for their evaluation.
A

(

~-l

~

t

I

l

B.

C

D

---

B

G

-----

B

c·

situ~

D

---

10. I do not mind putting in extra hours to get the job done.
A

B

c·

D

---

~

-

8. New teachers learn more about the Center program and
procedures from other teachers than they do from me.
A
B
C
D

A

-

--------

=: ------

D

9. Day Care is so complex that one can only deal with
ations as they happen. It does not help to have a
philosophical position.

ii

-

~

7. I am able to judge a teacher's abilities accurately
almost right from the start.
A

~

i-==-:-:

D

2. In my work setting most people prefer strong assertive
leadership more than shared leadership.

A

-

-
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Please mark appropriate space for each item.
11. In my Center teachers are rewarded for outstanding

work m:o·st often (Check one)
a) By praise from peers · · ·
b) By praise from me_··--

E

12. How many of your regular teachers have been at your
Ceriter for five years or more?

~------"---

·---

--

-

a~---~-------;:-.;;--=-~--=-

13. How many of your regular teachers have been at your
Center for less than five years?· ·

---

14. Do you have a written philosophical statement for your
Ceriter other than goals and objectives?
Yes· · · · No'

Don~

-----

t know

-----

15. If you do not have a written philosophical statement
would you be able to put one in writing if asked?
Yes

No ·

--~-

----Don ~t

know

-----

16. If you do have a written philosophical statement is the
staff aware of it?
~

.

l

=~-~
I

-It
_,

'

~
.

.

Yes

----No

··

Don"t know

----

•::----

:::

---- - --

~

~---------:

!!~ - ~-

-:::-

----------------

18. Do members of your staff plan special events together
outside of work hours?
Often·_·_sometimes_·___Rarely_Not at all _ _
19. If you arranged a (optional) get-together what proportion of your staff do you think would come?
Less than 25%
25% to 49% · ,..---50% to 74% ·
7 5% to 1 aOic'""o__,_,__
20. If a staff member has personal problems do you regard
this as your concern?
Very much

-,

--

;;~-:-~

17. When you are out of the facility does your Center staff
mainly (check one)
a) Operate as a team
b) Respond to one te_a_cTh_e_r as the appointed supervisor _____

Much

Not much

Not at all

--

~·

=- -- - - - ..-----------

.
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21. Which of the following statements do you think is
closest to the truth? (Check one)
a) It is easy for people to switch jobs at my Center._
b) People usually stay at their own job as much as
possible at my Center. ·
22. Excluding meetings teachers work away from children
during the day.
Oftert_ _Sometimes_·__Rarely _ _Not at a l l _
23. Do you consider any staff members close personal friends?
None

One

A few

Some

24. At my Center teachers initiate new ideas for activities
for children.
Not at all_-_Rarely_·_sometimes_-_Often__Always_·_
25. At my Center teachers initiate their own ideas about
administrative issues.
Not at all__Rarely__Sometimes __Often~Always __
26. Please indicate how many teachers on your staff take a
child/children out to lunch or to their home periodically.
1

2

5

6

more than ·5

27. Please indicate how many members of your staff willingly
put in extra hours to get a job done.
None __One_-_A few__Some_-_Many __All_-_
28. If a new teacher makes a mistake involving routine
activities I would be most apt to
a) Tell him/her about it right away __ .
b) Overlook it for awhile -

~-

!:4--. . .-_
~-.~
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p·art C
Please mark appropriate space as follows:
A. Strongly Agre·e_._B. Agree_·_ C. Disagree __ D. Strongly
· ·
Disagree_

~-~
~-=--:-=-----P.-~~"~-·

1. I expect other people to be honest and open.
A

B''

c

n ..

2. I am less trusting than the average person.
A

B

G

D.

3. I am more trusting than the average child care administrator.
A
c
B
D
4. I am suspicious of other people's intentions.
A.

B..

G

D

---

5. I have faith in human nature.
A

B.

G

D

---

6. I feel that other people can be relied upon to do what
they say they will do.
A

B

C

D

---

7. I feel that other people are out to get as much as they
can for themselves.
A .

B

G

D

---

8. I have faith in the promises or statements of other
people.
A

B.

C

D

---

9. I am cynical (pessimistic).
A

B

C

D

---

10. I am less trusting than most people at my Center.
A.

B.

G..

D

---

Part D
Here are 22 statements of job-related feelings. Please read
each statement carefully and decide if you ever feel this
way about your job. If you have never had this feeling, write
a "O" (zero) in both the "HOW OFTEN" and "HOW STRONG" columns
before the statement. If you have had this feeling, indicate
how often you feel it by writing the number (from 1 to 6) that
best describes how frequently you feel that way. Then decide
how strong the feeling is when you experience it by writing
the number (from 1 to 7) that best describes how strongly
you feel it.

I
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HOW OFTEN:

HOW STRONG:

0
Never

0

1

Never

HOW
HOW
-FTEN-STRQNG
0-6
0-7
1.
2.
3.
'

f
t

t'

~
I

4.
5.

6.
7.
8.
9.

~,

I
{

10.
11.
12.
13.
14.
15.
16.
17.
18.
19.
20.
21.
22.

1

A few
times
a year
or less
Very
mild,
barely
noticeable

2

Once a
month
or less
2

3

4

A few Once
times
a
a
week
month
3

5
A few
times
a week

Every
day

5

6

4

6

Moder-ate

7

Major,
very
strong

,B ___

--

STATEMENTS:
I feel emotionally· drained from my work.
I feel used up at the end of the workday.
I feel fatigued when I get up in the morning and have to
face another day on the job.
I can easily understand how my recipients feel about things.
I feel I treat some recipients as if they were impersonal
objects.
Working with people all day is really a strain for me,
I deal very effectively with the problems of my
recipients.
I feel burned out from my work.
I feel I'm positively influencing other people's·lives
through my work.
I've become more callous toward people since I took this
job.
I worry that this job is hardening me emotionally.
I feel very energetic.
I feel frustrated by my job.
I feel I'm working too hard on my job.
I don't really care what happens to some recipients.
Working with people directly puts too much stress on me.
I can easily create a relaxed atmosphere with my
recipients.
I feel exhilarated after working closely with my recipients.
I have accomplished many worthwhile things in this job.
I feel like Itm at the end of my rope.
In my work, I deal with emotional problems very calmly.
I feel recipients blame me for some of their problems.

Reproduced by special permission from The Human Services Survey by
Christina Maslach, PhD. and Susan Jackson~ PhD.
Copyright 1980.
Published by Consulting Psychologists Press Inc.
Palo Alto, Ca. 95306
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Here are 22 statements of job-related feelings.

~~------
~=-~~=~
:

Please read each statement carefully and decide if you

~

ever feel this way about your job.

If you have never

- ---- -----

~-

-

-

~

~--

had this feeling, write a "0" (zero) in both the "HOW
OFTEN" and "HOW STRONG" columns before the statement.

If

you have had this feeling, indicate how often you feel it

how frequently you feel that way,

Then decide how strong

the feeling is "t<Then you experience it by writing the
number (from 1 to 7) that best describes how strongly ,you
feel it.

~

~~

-=

--~~-:~

l:l3

HOW OFTEN:

0
Never

HOW STRONG:

A few times
a year
or less

0
Nevet

2

3

Once a
montn or

less

A few
times a
month

2

3

Very mild,
barely

nouceable

HOW OFTEN

HOW STRONG

~

0-7

1.

2.
3.

......

4
Once

a

wee!<
4
MOderate

5

6

A few
times
a week

Every

5

6

>lay

7
Major,
very strong

;c; _ _

~L

------

~~=~=~-~~
~-------

Statements:
I feel emotionally drained from my work.
I feel used up at the end of the workday.
I feet fatigued when l get up in the morning and have to face
another day on the job.

_

5.
6.
7.
8.
9.

f
(

10.
11.
12.
13.
14.
15.
16.

17.
18.
19.
olO.

21.

22.

I feel I treat some recipients as if they were impersonal
objects.
Working with people all day is really a strain for me.
I deal very effectively with the problems of my recipients.
I feel burned out from my work.
I teell'm pOSitiveiy inf!uencm9 otlier ~eople's lives through
my work.
I've becorne mora caUcus :owaro pecp!e since i took this job.
I worry that this job is hardening me emotionally.
I feel very energetic.
I feel frustrated by. my job.
I feel I'm working too hard on my job.
i don't really care what happens to· some recipients.
Working with people directly puts too much stress on me.
I can easily create a relaxed atmosphere with my recipien~s.
I feel exhilaratea after working closeiy with my recipients.
I have accomplished many worthwhile things in this job.
! fe~! l!kv· !'mat the end of my rope.
In my work, I deal with emotional problems very calmly.
I feel recipients bl~ma me for some of their problems.

---

~ -~-----~-

r--~~~~~

Reproduced by special pe:r:::nission f-com The Human Servic~s
Survey by Christina i·Iaslacht PhD. and Susan ..Tacks on, PhD.
Co-pyright 1980.
Published by Consulting J?sycholcgists 'Press Inc.

?alo Alto, Ca. 94306.

~--------

APPENDIX C
· LETTER TO AGENCY DIRECTOR

1~--

L-------~

i

-_,_

---

--

-_:=_:_=

~--

:AUFORNIA STATE UNIVERSITY • FRESNO
tESNO, CALIFORNIA 93740
:HOOL OF"EDUCATION AND HUMAN DEVELOPMENT
~partment

of Teacher Education

)9) 294-231b

Dear Director,
As discussed with you (or someone in your office),
the enclosed questionnaires are part of my dissertation
research. I would appreciate your help in delivering
them to

s __ ·- -~:::==-~=

::----

------

--'-"--·--

.-:-

whicnhas been rand-onrly-s-eJ.-e-c-te-d-from-your-kgency"".-------As soon as possible please give the Center
Supervisor at
the Center Supervisor Questionnaire and the Teacher
Questionnaires (in white envelopes). The Center
Supervisor will return all of the responses to me
in the large stamped envelope provided. The 11 Love 11
stamps are included as a thank-you for each one
ii~---=-~---·
of the questionnaire participants.
Thank you very much for your prompt help in
facilitating this research. If you would like to
receive a summary of the research findings please
indicate this by enclosing a note in the large
return envelope before you give it to the Center
Supervisor. If there are any questions please call
me collect at (209) 542-2533.
~---

~-------

=

--

_--

~~------

Sincerely,

~

.
&/milL
Dori~Smith

P.O.Box 25
Camp Nelson, Ca.
93208

THE CALIFORNIA STATE UNIVERSITY AND COLLEGES
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To

~fuom

It May Concern

rm:c-

~

I, Doris 0. Smith, am·a doctoral candidate at the

~
~-

q_-

University of the Pacific, Stockton, California.

- -

I am

pursuing an Ed.D. degree in educational administration.

I

am employed as a lecturer at California State University 1

spent over twenty years in all levels of early childhood
education, day care and teacher training.

Prior to my move

to Fresno I was on the faculty and a teacher in the
Children's School at Pacific Oaks College and Children ''s
School 1 Pasadena,, California for ten years.

I was Director

of Children's Programs at Pacific Oaks for two years.

1I

The purpose of the study I am proposing is an investi8ation of the relationships between organizational
characteristics, administrator style and emotional wellbeing in early childhood/day care programs.

The Center

Supervisor and regular teachers in one randomly selected

;-

'---------

Child Development Center from each public agency in
California will be asked to respond to a questionnaire.
The questionnaire for Supervisors will have four parts:
1) demographics 2) organizational characteristics 3) administrator style 4) emotional
receive only Part 4.

well~being.

The teachers will

NO CHILDREN OR PARENTS WILL BE

INVOLVED IN THIS STUDY.

All data will be confidential and

handled only by the researcher.

A summary of findings

~
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will be readily available on request at the completion of
the study.
This study has been reviewed and approved by a
panel of experts in the field of early childhood/day care
administration.
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They are Docia Zavitovsky, Elizabeth

Prescott, Elizabeth Jones, Joyce Huggins and Janet Fish,
For verification of this information the chairman
-----OL!!l..y-diss-e,..ta-t-i-o!'l_co!!1111-i-t-tee----is-:~Dr-.-MichaeLGLlhert. _ _ _ _ _ __

-

School of Education
University of the Pacific
Stockton, California 95211

My employer at California State University, Fresno
is:

Dr, Homer Johnson, Dean
School of Education and
Human Development
California State University
Fresno
Fresno, California 93740
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APPENDIX E
LETTER OF SUPPORT FROM
CALIFORNIA CHILD DEVELOPMENT ADMINISTRATORS ASSOCIATION
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ALIFORNIA CHILD DEVELOPMENT ADMINISTRATORS ASSOCIATION
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June 24, 1982

To Whom It May Concern:
The State Executive Board of the California Child Development
Administrators Association commends to you the research project
of Doris 0. Smith. The area of her inquiry directly affects our
endeavors as administrators of child development programs. We
anticipate significant and valuable information as a result of
this study.
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Please assist her L: any anci all ·•ays possible.
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Cordially,

§___ ~

--------

~-

Maryan Suggs /
State President
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Barbara Shaw
Northern Section Secretary

~
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Patricia Pruden Mohr
Southern Section President
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